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ment was overlooked completely. Another problem 
was that unproofed ORDALTS, those installed prior to 
their complete and proper integration into the formal 
ORDALT system, were finding their way into the ship- 
yard work packages. Often they had been installed 
in one or many ships before deficiencies were de- 
tected. This required costly changes and more poten- 
tial for faulty documentation and poor supply support. 



Consolidated Shipboard Allowance List / Allowance Parts 

List . 
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On top of all this came the MK-48-0 ORDALTS , followed 
by more than 80 FEC's, and then the 'SPEC Change 
ORDALT. 1 The MK-48 ORDALT spare parts were sent to 
the installing activities by NAVORDSYSCOM , and the 
required COSAL/APL documents were to be concurrently 
sent directly. to the affected ship by the 'Ship's 
Part Control Center (SPCC), one of NAVSUPSYSCOM ' s 
Inventory Control Points (ICP's). Through NOSSOLANT's 
continuing inspections, however, it was being dis- 
covered that most ships that had had MK-48 ORDALTS 
installed were deficient in required spare parts and 
did not have the proper COSAL/APL documentation. 

What had happened, it appears, was that the ships 
had never received the correct COSAL/APL documenta- 
tion from SPCC. Hence, too often, the spare parts 
arrived and no one knew what they were all for. 

The fates of these spare parts were varied, but 
many were off-loaded from the ships. In come cases 
shipboard personnel knew what the spare parts were 
for and they were dutifully stored away. Unfortun- 
ately, these people were eventually transferred, 
and the excess spare parts were soon off-loaded, 
when a subsequent inventory showed their presence 
but no accompanying documentation allowing all of 
the items to be carried. In the case of the ships 
that managed to get the correct COSAL/APL documenta- 
tion or that corrected their old documentation under 
the advice of ORDALT installation personnel, another 
fate often befell the spare parts. They remained in 
the ship's inventories, but, because the MK-48 fire 
control equipment wasn't being exercised, there were 
no part failures requiring use of the spare parts. 

This lack of usage data, in time, caused the spare 
parts to be off-loaded as excess material. There 
were pitfalls at every turn. 

"MK-48 FEC's added to the problem because, too 
often, the onboard documentation changes were not 
being concurrently made. What ' s more, these alter- 
ations were not ORDALTS, so they could not be re- 
flected in ths ship's SAIL or NAVORDSYSCOM ' s master 
computer configuration records, and we had no way 
to crank them into the system. 

"As you can see, we felt that we had one Hell 
of a problem in the fire control area. Keeping in 
mind the fact that we had four completely different 
fire control systems (MK-101 , MK-106 , MK-112 , and MK-113) 
installed in our submarines, with several modifica- 
tions of each, you can begin to appreciate our dilemna. 
On top of all this, then, we had the new additional 
prospect of the evolving MK-48 loading and handling 
SIIIPALTS required to 'soften' our ships. Here too, 
we had a requirement for twelve different alteration 
plans — one tailored for each class of submarine. 
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"Believe me, I'm not exaggerating the problem. 

We'd heard a dozen or more 'sea stories' about how 
fire control spare parts were being left in ship- 
yards, off-loaded as excess, given away, etc. But, 
if I ever thought the situation wasn't really that 
bad, I really had the picture painted for me, in 
living color, by a telephone call I received one 
morning in November 1970. It was the Submarine 
Squadron Fifty Weapons Officer®, LCDR Frank Hammer 

'Jim,' he said, 'guess what I just found?' 

'I don't know, Frank. What did you just find?' 

I said. 

'$20,000 worth of MK-48 fire control spare parts 
in the "Dempster dumpster," at the head of the pier,' 
Frank continued. 

Then I asked, 'How in the Hell did that happen?' 

'They were off-laoded by the (expletive deleted) 
BLIVITFISH sometime last night as excess. No one 
onboard could find any paperwork telling what they 
were for, so they assumed they were "good for nothing,"' 
answered Frank. 

"That pretty much says it all, regarding the fire 
control spare parts problem. This, then, was the en- 
vironment in which we were working at that point in 
time. " 



Chief Sharp’s rememberance of the Fall of 1970 pretty 
much confirmed what Jim White had said. Chief Sharp had an 
opportunity to review Jim's comments, after which he was 
asked how he saw the situation. He recalled the following 
to this casewriter: 



"That's part of it. I couldn't help but note 
that Mr. White didn't mention that I was still 
crashing around trying to keep a lid on all the 
other force fire control problems. That's another 
story in itself. One thing that Mr. White could 
have emphasized was that, with NOSSOLANT's help, 
we were starting, one ship at a time, to get the 
configuration business squared away. But, I guess 
we didn't start to gain any confidence that we 
were making headway until much later." 



For this and all further reference to submarine Squad- 
rons, Flotillas, or Division, refer to Exhibit (13) to deter- 
ming organizational relationships. 



F-7 



NOSSOLANT personnel vividly recalled the period discussed 
by Jim and Chief Sharp. In fact, Mr. Heindorf Glockenspiel 
had been involved in SUBLANT's ordnance supply support prob- 
lems since the first submarine WSR on SKIPJACK. His area of 
expertise was spare parts support for fleet weapons systems, 
and, at that point in time, he was working on a project which 
involved translating the information found in a ship's SAIL 
into supply support language. The output of this translation 
effort was a profile of all allowance documents required to 
support a specific technical configuration. This service was 
a part of NOSSOLANT 's WSR package. Mr. Glockenspiel recon- 
structed NOSSOLANT 's involvement and. recalled his personal 
impressions of the problem causes for this casewriter: 

"We used a NOSSOLANT constructed quasi-COSAL 
profile based on what we found the ship's physical 
installation to be. Our ' hand-made ' documents 
were compared with those COSAL documents issued 
to the ship by SPCC and we found that the ship's 
existing documentation did not support the actual 
configuration in a number of areas. ORDALTS and 
FEC ' s had affected the ship's configuration, but 
this was not always displayed in the documentation. 

As a matter of fact, some of the equipment wasn't 
even supported. This wasn't really a great sur- 
prise, because this problem existed, to varying 
degrees, on all ships where configuration changes 
had taken place. The first time we really focused 
on MK-48 configuration spares occurred on the USS 
DANIEL BOONE, right after she came out of overhaul 
at Newport News Shipbuilding and Drydock Co. 

(NNSBDDCO). While conducting the WSR, we went 
down the MK-48 fire control support profile list- 
ing, line item by line item, and discovered that, 
of the $40,000 worth of initial spare parts pro- 
cured and paid for by NAVORDSYSCOM and sent to the 
ship while in the shipyard, only about $20,000 
worth were actually onboard the ship. The other 
$20,000 worth were in a shipyard warehouse. Why? 

Because the documentation sent to the ship by SPCC 
didn't agree with the documentation that NAVORDSYSCOM 
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and the contractor were working with. There was a 
decided gap between what the supply side of the 
house knew and what the technical side knew. As 
a result of this, we initiated correspondence on 
the subject and inspected more submarines during 
early 1970. We discovered a pattern of the same 
problems from New London to Charleston — It became 
quite apparent that something had to be done. 

Therefore, we, with the concurrence of the PMO, 
NAVORDSYSCOM , and COMSUBLANT, took the initiative 
and began to force load the missing MK-48 fire con- 
trol spare parts on the ships inspected. After 
all, the PMO selected and paid for these parts, 
and this was the only way we could ensure that 
they wouldn't be pushed in the submarine's front 
door only to be shoved out the back door. It took 
us several months of looking at the same old prob- 
lems before we reached this point. But, by that 
time we knew that it was going to take positive 
physical involvement to correct an individual ship's 
problems. As the NAVORDSYSCOM 8000 series instruc- 
tion on the subject is written, the custodians of 
the ordnance equipments, in this case the submarines, 
are responsible for ensuring that all equipment 
changes are properly reported. In a lot of cases, 
the shipyard or contractor's people had been making 
these changes and the ship simply didn't know what 
was going on. Accordingly, all too often, this 
inadequate dialogue between the ship and the tech- 
nicians resulted in none of the changes getting re- 
ported. We all learned a lot during those days. 

It took three laborious years to get the mess 
straightened out, but, as you probably already 
know,- COMSUBLANT -now schedules all ORDALT support 
administration through us, and there isn't a thing 
that goes on or off of a submarine that isn't con- 
trolled. Back in those days, we were really grasp- 
ing, but nowadays each ship is double checked to 
see that everything from hardware to software meshes 
and is totally supported. This is done after each 
change by all required functional support sources 
in the ordnance community -- It's really slick. 

How we got ail the players together is another 
story -- White or. Sharp can tell you that one." 

Mr. Glockenspiel was asked what he thought had gone 

wrong at the PM level that might have caused the MK-48 fire 

control support problems to occur. Before he was given a 

chance to answer, he was told that Jim White and Chief Sharp 

both felt that getting to the real source of the breakdown 
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in management was really tough. The PMO staff really seemed 
to have a handle on the fire control business, but, somehow, 
between the manufacturer, Singer Librascope, and the subma- 
rines, something had gone wrong to cause the problems to 
occur. Mr. Glockenspiel responded as follows: 

’’The problem wasn't unique; it existed across 
the board with other PM's as well. They do a fine 
job of procurement, managing, and the other kinds 
of things PM’s do, but when it comes to the last 
detail — implementation at the fleet level — there 
is no one on site to see what is going on. I got 
involved because my business is spare parts — not 
necessarily MK-48 spare parts. There were obviously 
problems in the documentation — hence in the supply 
system, but someone who is knowledgeable has to 
validate that documentation or those errors and 
their source will go unidentified and uncorrected. 

The PM had told NAVSUPSYSCOM what kind of support 
was needed, but NAVSUPSYSCOM has a master computer 
program for issuing spare parts. If MK-48 fire con- 
trol peculiar requirements are not called out for 
special treatment in the form of computer technical 
overrides, the submarine COSAL's are issued in ac- 
cordance with the format that exists for all other 
ordnance equipment. In effect, the COSAL's that 
SUBLANT units were receiving called for about 50% 
fewer spares, no spares in some cases, than NAVORD- 
SYSCOM had intended. It was up to the PM’s techni- 
cal people to review the manufacturer's spare parts 
provisioning list and check out the COSAL for sup- 
port continuity. NUSC, Newport, the technical di- 
rector for fire control development, was the In 
Service Engineering Agent (ISEA), and, as such, was 
required to attend the Librascope provisioning con- 
ference and interface with SPCC to ensure compati- 
bility. It’s hard to say where the mismatch occurred, 
but, ultimately, the supply documents didn't support 
the PM's intentions. In fact, in many cases, the 
poor old PM had to pay double to meet his intentions. 
That's in effect what happened when he had to re- 
order those spare parts that were lost to inadvertent 
discarding. It's really difficult to say who, ex- 
actly, dropped the ball. The ships, although guilty 
of numerous other errors, certainly had no way of 
knowing what spare parts they were supposed to re- 
ceive. As I see it, what it all comes down to is, 
if you don’t have someone to monitor things at the 
fleet level, then all of the effective planning in 



F-10 



the world just goes pffffff.... on the ship. We, 

NOSSOLANT, serve the fleet every day; we are avail- 
able as an arm of NAVORDSYSCOM — Wouldn't it make 
sense if ILS 7 procurement plans included us in the 
loop to close that gap? Unfortunately, this isn't 
often done." 

Mr. Glockenspiel's comments were substantiated by Mr. Sam 
Sparks, a NOSSOLANT engineer who had supervised the installa- 
tion of many ORDALTS by NOSSOLANT teams. He added his own 
impression that the big break through in starting to straighten 
out the SUBLANT ORDALT and ordnance equipment configuration 
quagmire had come with the dialogue that had begun between 
himself and Chief Oblisk (Chief Sharp's predecessor), back 
in the Summer of 1969 — That was the first formal attempt 
at scheduling and controlling ORDALTS at the Force Commander's 
level. 

In addition to the direction of the WESTINGHOUSE MK-48-0/2 
torpedo technical evaluation and representation of the PMO 
in the field, responsible for MK-48 ancilliary support sys- 
tems such as: loading and handling, retrievers, and workshops 
ashore and afloat, NUSC, Newport was deeply involved in the 
MK-48 fire control area. NUSC was also responsible for di- 
rection of the technical evaluation of the fire control sys- 
tem, hence, in the forefront of the fire control change 
program. NUSC, Newport's efforts in the MK-48 fire control 
area were considered excellent by the PMO and many others. 

Most notable was the fact that the required fire control 
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changes had kept pace with all of the many torpedo changes 
required throughout its growth. This effort wasn't slowed 
in the least bit by the debut of the CELVITE MK-48-1 torpe- 
do. They were not only directing the fire control technical 
evaluation; they were also bringing a lot of expertise to 
bear in solving fire control engineering problems jointly 
with Singer Librascope. This effort was the source of many 
of SUBLANT's headaches: Specifically in the FEC arena. De- 
spite the praise directed toward NUSC, Newport from many 
quarters, which included Jim, he also saw them as those peo- 
ple responsible for an endless parade of uncontrolled changes 
and their attendant problems. So distraught over NUSC, New- 
port's and Singer Librascope 's FEC induced problems was the 
N-62 shop that, by November 1970, CDR Greene, Jim and Chief 
Sharp had let it be known, at every available opportunity, 
that FEC's were making everyone very unhappy, they were in- 
compatible with the ORDALT support system, and they, COMSUB- 
LANT, wanted them to stop. 

When reminded of COMSUBLANT's point of view in the late 
Fall of 1970, Mr. Ron Tyme, director of NUSC, Newport's fire 
control engineering effort at that time, responded as follows 

"Well it all started when there was only a MK-48-0 
torpedo. At that time everyone thought that it was 
the ultimate torpedo. In 1964 we entered into a con- 
tract with Librascope for the fire control system. 

At that time NUSC, Newport had a coordinating program 
office here in Newport. I was one of three guys 
working out of that office. As you know NUSC was 
the technical director for the fire control system, 
and under that charter our office interfaced with 
the PMO and ORL, Penn State. In those days we were 
beset with many initial technical problems. We 
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really had no one who was familiar with the prob- 
lems of the fleet — you know, familiar with ship- 
board problems. Why, if the torpedo and the fire 
control system were designed to those initial specs, 
with the required equipment in the attack center and 
the torpedo room and all the cable connecting them, 
the system never would have worked. Recognition of 
this prompted our first big change. Initially, the 
specs were changed, mostly on the torpedo, and they 
continued to change at a hectic pace for over a year. 
These changes resulted in contractual changes, not 
FEC's; they came later. The situation was compounded 
by the fact that we had several quasi-managers — 
ORL/PSU, NUSC, Newport, the PMO, and many more who 
always seemed to have to have a say. They were all 
quite competent, but it was difficult for them to 
make mutually agreeable decisions. With the torpe- 
do specs continually changing, with the severe time 
constraints, and with the continuing requirement 
that the fire control equipment' keep pace with the 
torpedo, the pressure was always on. There was not 
a good contractual arrangement either. We had to 
operate under fixed price contracts with both Libra- 
scope and West inghouse , and the changes were really 
driving the price up. It was hard, in those early 
days, to convince the PM that he couldn't change the 
torpedo without expecting to change the fire control 
also — It always seemed to come as a surprize to 
the PMO. One little change in the torpedo could be 
a big change in the fire control system. When the 
CLEVITE torpedo, the MK-48-1, came in, it became a 
different ball game — It was a different weapon, 
and the fire control system had to accommodate it as 
well as the MK-48-2. Initially, the decision was 
made, MK-48-1 not withstanding, to go ahead and 
totally install the basic MK-48-0 fire control sys- 
tems in all ships — the necessary ORDALTS to make 
these equipments compatible with the selected weapon 
could come later. Budgets, ship overhaul cycles, 
and many other things, more or less, locked that de- 
cision in. However, in order to keep up with the 
torpedo test and evaluation findings, these fire con- 
trol systems had to be brought up to the latest tor- 
pedo configuration. Accordingly, FEC's were developed 
to keep pace with the rapid changes going into the 
torpedo. There was no way to get those changes in- 
troduced and installed in a rapid enough fashion 
through the ORDALT system as it existed. It would 
have taken at least a year to process the paper for 
each change. We took a lot of criticism from the 
fleet in those days. Guys like Bill Greene and Jim 
White were very vocal in their criticism, but we did 
not have time to do it any other way — We had tre- 
mendous pressures to keep the fire control system 
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updated, coming from the highest levels of the Navy. 

We really felt that the Fleet Commanders and their 
objections to FEC's were more of a hindrance than a 
help — They just didn't understand that we had to 
get those changes into the fire control systems, 
and FEC's were the only way to do it. 

"In retrospect, I think a lot of the conflict 
would have been avoided if the fleet had been brought 
into the MK-48 Program earlier, at the planning lev- 
el, and had been briefed on the details of the pro- 
gram and the ongoing problems, but they were kept in 
the dark. The high level decision makers were forcing 
decisions down on the PM, without conscious concern 
or, perhaps, knowledge as to how they would impact on 
the fleet. And, we were caught in the middle. The 
fleet did, however, profit in one way. Many sub- 
marines were several thousands of man hours behind 
on accomplishment of ORDALTS. Accomplishment of 
these outstanding ORDALTS was a basic prerequisite 
to updating the fire control systems to MK-48 config- 
uration. As a result, the MK-48 Program forced and 
subsidized much of the effort to get these altera- 
tions completed so we could establish an ORDALT 
baseline upon which we could plan and install MK-48. 

To be candid, up until that time, the Fleet Command- 
ers had lost control of the ordnance configurations 
of their submarines." 

When questioned regarding the spare parts problems and 
the disagreement between the NAVORDSYSCOM list of MK-48 fire 
control spare parts and the SPCC COSAL's, Mr. Tyme responded 
as follows: 

"We were aware of the problems. Vini O'Shea's 
group right here in NUSC, Newport would review pro- 
visioning lists, and he would implement the neces- 
sary guidance and initiate the necessary technical 
overrides, but the problem was in SPCC. The nec- 
essary information was fed to them, but their output 
never matched the input. I don't like to tell tales 
out of school, but, no matter how I look at it , I'd 
have to say that the problem laid somewhere inside 
SPCC. One of the problems SPCC had was a historic 
time lag problem — I've seen as much as a year and 
a half lapse between the provisioning conference 
and the issuance of the APL's and COSALS by SPCC in 
other projects. They are getting better, but that 
has been a long-standing problem source. Meanwhile, 
the poor old ships were crying for updated APL's. 

Why Hell, I don't have to tell you. We could sit 
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here for hours and swap 'sea stories' about the 
fate of the spare parts we paid for and pushed to 
the submarines, but that would get us nowhere. It 
didn't take us many of these episodes to decide 
that we were going to have to do something about 
it, ourselves. What we did to alleviate the prob- 
lem was mark up the old APL's and give them to the 
submarines as Interim Allowance Parts Lists (IAPL's) 
as we accomplished the actual hardware alterations. 

They'd use the IAPL's to justify keeping, the spare 
parts onboard 'till the 'system' finally caught up 
with the problem. I know that sounds like a pretty 
unorthodox approach to the problem, but those were 
the kinds of things that we had to do to get things 
done. Why, you know how the fleet was 'bitching' 
about our FEC's, I'm sure. Well, some people might 
have had a cardiac arrest if they would have found 
out about our XO's. These were what we called Ex- 
perimental ORDALTS. These were alterations we 
would make to the fire control systems actually 
firing torpedoes during the TECH/OPEVAL ' s and the 
STP.8 We would remove them when we would install 
the formal FEC or the ORDALT. We saw no need to 
publicize the fact that we were doing this, because 
it only affected a few submarines, and the entire 
process was kept under our thumb." 

When asked about the fire control situation during the 
period surrounding the GRAYLING conversion, Mr. Tyme respond- 
ed as follows: 

"Well if you know anything about the GRAYLING 
fiasco, I'm sure it looks pretty foolish to you. 

But, before I give you my side of the story, let 
me lead up to it a bit and try to set the perspec- 
tive. As you know, the basic MK-48-0 fire control 
installation had been going into the submarines 
during their shipyard overhauls. However, all of 
the follow up alterations had to go into the sub- 
marines in the field, at least for the most part. 

Our change requirements were accelerating and begin- 
ning to peak around November 1970. We ran into 
terrible problems if COMSUBLANT would switch sub- 
marines on us at the last minute, when scheduling 
the installation of our fire control alterations -- 
each submarine was .slightly different in configura- 
tion. Accordingly, we would have a Hell of a time 
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getting our documentation straightened out before 
we went aboard. Because of these configuration 
nuances, our MK-48 fire control alterations were 
hand tailored to specific ships. Furthermore, 
these hardware changes had to be supported by a 
considerable software requirement. Technical man- 
uals, COSAL's, PMS® changes, and MRC^O card changes 
were involved as well as spare parts. This is why 
last minute ship changes used to get us so upset. 
And, if we didn't get all of our documentation 
straightened out, we really used to catch Hell. 
COMSUBLANT eventually got the scheduling under con- 
trol, but, at that time, in November 1970, sched- 
uling was really arbitrary from where we stood. 

I guess the biggest contributor to our looking 
somewhat foolish during the GRAYLING conversion 
was the requirement laid upon us by the PMO just 
prior to her conversion. About a month to six 
weeks prior to GRAYLING'S conversion, we get this 
frantic telephone call from the PMO. It seems as 
though they'd just had a big review at the DOD/CNO 
level — They wanted a 'shoot out'. They wanted 
a comparative evaluation of the MOD-O and the MOD- 
1/2, from the same submarine. Well Christ, that 
just wasn't compatible. I mean the MK-48-0, anti- 
submarine, torpedo couldn't be fired with the 'SPEC 
Change ORDALT ' , but the MK-48-1/2, dual purpose, 
torpedoes couldn't be fired without it. We didn't 
know what the Hell we were going to do. We strug- 
gled with the problem during the limited time al- 
lotted, and we were saved by the fact that many of 
the fast attack submarines had two attack directors 
installed in their fire control system, GRAYLING 
included. We took advantage of this fact and de- 
veloped what we called the 'Half & Half' ORDALT. 

But, again, it really wasn't an ORDALT — We'd never 
been able to do it in time if it was. What we did 
was configure one of the attack directors to fire 
the anti-submarine torpedo and the other to fire 
both dual purpose torpedoes. Believe me, getting 
ready to do this on GRAYLING was no trivial matter, 
and trying to do it together with all of the other 
planned conversion work proved to be a pretty un- 
coordinated evolution at best. About the only thing 
good I can say regarding the GRALYING 'flap' is that 
we did get the job done. Today I can report with 
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a great deal of satisfaction that we've come a long 
way in the ORDALT management business since those 
days. Things have improved immeasurably, particu- 
larly in terms of management coordination." 

The atmosphere in the N-62 shop, at least from Jim's 
standpoint, was almost foreboding, the morning he stepped 
into CDR Greene's office to discuss how they would go about 
having the "ship's force" of some, yet unidentified, subma- 
rine install the MK-48 "Softening SHIPALT" . 

"Well, Boss," Jim began, "I guess we have to decide who 
is going to have the honor of being the first submarine to 
overhaul their own torpedo room." 

"We don't have to look far, Jim," answered CDR Greene. 

"I have already touched base with the Operations people (N-31), 
and they already have a ship lined up to get ready to relieve 
PARGO. PARGO will be going into the shipyard in a few months, 
as I'm sure you know." 

"Who's the lucky guy?" asked Jim. 

"The USS BERGALL^," answered CDR Greene. 

"When?" asked Jim. 

"That's the sticky wicket, Jim," replied CDR Greene. 

"It's going to happen over the Christmas Holidays. We're 
going to have to do a little diplomatic planning as well as 
overhaul planning." 

After drawing a couple of cups of coffee, Jim and CDR 
Greene settled down in CDR Greene's office to review the 



BERGALL was an SSN assigned to COMSUBDEVGRU TWO. 
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bidding. The discussion was free wheeling and attempted to 
address the full scope of considerations. The "brainstorm- 
ing effort" focused on lessons learned from the GRAYLING ex- 
perience, steps necessary to assure control of the BERGALL 
effort, what role COMSUBLANT (specifically the N-62 shop) 
should play, who the key participants in the' BERGALL conver- 
sion effort would be, what could go wrong, what the tentative 
schedule should look like, what could be done right now to 
enhance the probability of a successful effort, how the nec- 
essary communications and coordination could be assured, and 
a myriad of other related matters. Jim took copious notes 
throughout the session. After about two hours, a "game plan" 
began to emerge. In essence, their finally agreed upon ap- 
proach closely paralleled the basic recommendations contained 
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in CDR Greene's 10 September memo to the Chief of Staff. 

When the session concluded, CDR Greene went over to head- 
13 

quarters to bring CAPT Earnest up to speed on the tentative 
plans for handling the BERGALL conversion. Jim returned to 
his office and began to review his notes. The first major 
step that they'd agreed to was to call a BERGALL MK-48 con- 
version meeting on COMSUBLANT "turf". It had also been de- 
cided that, pending CAPT Earnest's blessing, the meeting 



This memo summarized the problems surrounding the 
GRAYLING conversion effort and made pertinent recommendations 
for avoidance of similar problems during future MK-48 con- 
version efforts. For more detail, please refer to page E-13 
of the (E) case. 

13 

COMSUBLANT headquarters was 4.5 miles away from the 
complex where the N-62 offices were located. 
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would be chaired by COMSUBLANT (represented by CDR Greene) 
and would be physically convened in the COMSUBDEVGRU TWO con- 
ference room at the Submarine Base in New London, Connecticut 
(SUBASE, NLON). These decisions were reached for several 
reasons. Paramount, however, was the fact that they wanted 
it unmistakably clear that COMSUBLANT was in charge of this 
one. Other considerations included the fact that the con- 
version would be performed in New London, COMSUBDEVGRU TWO 
was BERGALL's parent squadron, and all of the key submarine 
force players would be located in New London. Twelve Novem- 
ber was the date tentatively established for the meeting. 

That day was chosen because it was in the near term yet al- 
lowed enough time to get all the participants lined up, but, 
also, because the BERGALL would be out to sea. The latter 
fact raised questions in some quarters, but it had been de- 
cided that the ship should not be burdened with the initial 
"flap" of "getting organized". Jim and CDR Greene had con- 
cluded that the Christmas work requirement was frustrating 
enough. Accordingly, they agreed that the BERGALL's Command- 
ing Officer would be brought into the problem only after a 
well defined work package, schedule, and control system were 
firmly established. 

Before the message setting things into motion was drafted, 
Jim spent three days on the telephone clearing the 12 Novem- 
ber date with the key players. COMSUBDEVGRU TWO welcomed 
the proposed plan, but Jim thought he detected a hint of 
tacit reluctance on the part of some offices representing 
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the PM to endorse the requirement for such a meeting. Never- 
theless, 12 November was agreed upon. In parallel with 
establishing the date, Jim spent considerable time setting 
up an agenda for the forthcoming meeting. Salient points 
were discussed on the telephone with the potential meeting 
attendees who would be affected. Easing Jim's burden con- 
siderably was the fact that the PMO had been very helpful in 
identifying the people who would be involved in the BERGALL 
conversion effort. The telephone dialogue had stressed the 
need for coordination, reminding everyone that BERGALL would 
receive the total MK-48 conversion package — The fire con- 
trol ORDALTS as well as the loading and handling SHIPALT. 

The official COMSUBLANT message calling the 12 November 
meeting was signed off the staff on 5 November. Once again 
COMSUBLANT was sending a message to multiple addressees re- 
garding MK-48 conversion of a submarine. However, this time 
the message called out three new requirements: COMSUBLANT 
would chair the meeting, the PM was requested to provide the 
name of one man who would be an "on the job supervisor" for 
all work, and an integrated and documented total work pack- 
age, with detailed schedules and milestones, was requested. 

On 12 November, all interested participants were assem- 
bled in the COMSUBDEVGRU TWO conference room as planned. In 
addition to Jim and CDR Greene, there were 16 official at- 
tendees representing eight different commands and agencies. 
The organizations represented were NUSC, Newport (Mr. Ron 
Tyme and Mr. Andy Watt for fire control and Mr. I.M. Pulling 
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for loading and handling), Singer Librascope (Mr. G. O' Really 
and Mr. Z. Formatt), COMSUBDEVGRU TWO (LCDR V. Keen, the 
COMSUBDEVGRU TWO MK-48 Officer and LCDR J. Verrily, the COM- 
SUBDEVGRU TWO Weapons Officer), CHASN , NSY (Mr. Jammy Landry 
and LCDR B. Decker), NAVSEC (Mr. A. R. Baker), NOSSOLANT (Mr. 
W. Blockman), PM0-402 (Mr. Rod Stiles for fire control and 
Mr. Bill Roper for loading and handling), and there was also 
a contingent of three representatives from the Electric Boat 

Division of General Dynamics to address post SHIPALT load 

14 

line alignment. 

During the moments immediately preceeding the meeting, 

Jim and CDR Greene, coffee cups in hand, mingled with the 
attendees. Jim, once again, thought he'd detected an air of 
coolness among some of those present, regarding the need for 
the meeting. He mentioned this to CDR Greene, just before 
the meeting started. CDR Greene smiled, and, with a bit of 
a twinkle in his eyes, he said, "I think some of these guys 
are in for a rather rude awakening. They may find their 
feet being held to the fire before the morning's over." 

CDR Greene called the meeting to order at 1000 sharp. 

He quickly established the fact that the USS BERGALL would 
begin a special availability on 20 November, to conclude on 



The alignment of the torpedo resting in the storage 
tray when in position to be loaded into each of the torpedo 
tubes. The longitudinal center of the torpedo must be in 
line with the tube center if the torpedo is to be loaded 
without scratching or marring its surface. Gross misalign- 
ment can result in the inability to load the torpedo. Please 
refer to Exhibit (14) and Appendix VI. 
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17 January 1971, for the purpose of receiving the required 
MK-48 Torpedo Weapons System ORDALTS and SHIPALTS. He drove 
home the point that GRAYLING'S recent conversion effort had 
been frought with difficulties, precipitated by the lack of 
communications and coordination. He cited the fact that a 
prime reason for calling the present meeting was "to estab- 
lish early and effective communications channels at all lev- 
els, and to define clear cut responsibilities." 

CDR Greene then proceeded, introducing pertinent items 
succinctly, soliciting discussion, and effectively closing 
discussion with a firm statement of the agreed course of ac- 
tion and assignment of responsibility. About CDR Greene's 
platform behavior, one of the attendees recalled: 

"He had a smile on his face, was able to judi- 
ciously inject levity where appropriate, but, from 
the start, he effectively conveyed the message that 
MK-48 fleet interface efforts, to date, had been 
lacking, that the agenda was poignantly relevant, 
and that COMMANDER SUBMARINE FORCE, UNITED STATES 
ATLANTIC FLEET was firmly in control at the helm." 

The first subject was the identification of the individ- 
ual responsible for overall onboard supervision and coordi- 
nation. Mr. Stiles, of the PMO, formally appointed Mr. 

Formatt of Singer Librascope. CDR Greene then stated that 
the first responsibility required of Mr. Formatt was the gen- 
eration and presentation of an integrated work package and 
schedule to all parties concerned. The second requirement 
was that he meet with LCDR Keen, of COMSUBDEVGRU TWO, and 
the Commanding Officer of the BERGALL, at the earliest oppor- 
tunity, to review the completed package/schedule and implement 
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same. Evidently, Mr. Formatt had been informally forewarned 
by the PMO, because, to the surprise of CDR Greene, Jim, and 
the others present, he presented an already, well prepared, 
integrated work package. 

CDR Greene thanked Mr. Formatt and stated that the pack- 
age would serve as an excellent base line, but further stated 
that he would keep to the agenda to ensure that independent 
review of the scope of the work would take place. CDR 
Greene's outline for discussion called for review of the 26 
work items performed on GRAYLING during September and October, 
identification of those items applicable to BERGALL, and 
identification of new items and problems. He solicited the 
scope of work required, as independently arrived at by each 
command, vendor, and agency involved, and called for a re- 
view of potential work scheduling problems. He then read 
the list of GRAYLING work items and enjoined the attendees 
to consider their requirements to the last detail. In order 
to drive home the latter point , he asked the attendees if 
they had given full consideration to such items as the fol- 
lowing: 

- Crane services required from SUBASE, NLON 

- Rigger services 

- Disposition and storing of materials required to sup- 
port the onboard work effort 

- Mailing address of such materials and points of contact 
to be held responsible 
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- Pre-installation ship checks to determine BERGALL’s 
configuration differences 

- Clean-up/painting touch up/welding services 

- Adequacy of spare parts support for new equipments 

- BERGALL's load line alignment status before work began 

15 

- WSAT schedules and requirements expected 

- Training and guidance of BERGALL's crew members doing 
SHIPALT work and operating new equipment 

As CDR Greene read the list, Jim surveyed the faces of 
those attending. He noted some uneasy shifting around and 
note taking, as CDR Greene ticked off items that apparently 
had not received full prior attention. 

CDR Greene kept a tight rein on the dialogue that followed; 
the ensuing oratory of the participants was dynamic and 
loaded with revelations, problems, conflicts, surprises and 
awakening concern. CDR Greene adroitly guided each discus- 
sion, summarized conclusions, and tasked followup action 
throughout. Jim kept the minutes. The meeting lasted until 
late afternoon. While many small details that required ac- 
tion emerged, there were some very significant points broached 
that were extremely pertinent to success. Each impacted 
like a bombshell, causing group dismay. For example: It was 
determined that installation of the SHIPALT by "Forces 
Afloat" did not mean just the ship's crew. Submarine tender 
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or shore based machine shop assistance was required. Hence, 
SUBASE, NLON Engineering and Repair Facility (SUBASE E&R) 
services were determined to be necessary. SUBASE E&R had not 
been aware of this requirement — As a matter of fact, no 
one in the submarine force had been aware of the requirement. 
COMSUBDEVGRU TWO accepted the responsibility to affect liai- 
son. The PMO representatives agreed that some degree of 
funding would be required. CHASN, NSY reported that the 
SHIPALT kits would not be available until 23 December. NUSC, 
Newport reported that two loading and handling demonstrations 
were required to ensure that all problems were corrected. 
Electric Boat said three days would be required for load line 
alignment. CONSUBDEVGRU TWO let it be known that sea trials 
had to be conducted on 14 January. Everyone was upset over 
having to work through the holidays. Mr. Landry from CHASN, 
NSY broached a previously unidentified requirement to drill 
36 holes in certain load line hardware fixtures in a machine 
shop (i.e. SUBASE E&R) and to check the accuracy of each 
hole, in the ship, before drilling the next hole — This 
process was deemed so time consuming that most of the at- 
tendees felt that it couldn't be done between 23 December 
and 14 January. Mr. Formatt appeared stunned that his pre- 
liminary schedule inputs could have been so inadequate. The 
group was in a near frenzy. CDR Greene handled this by ask- 
ing Mr. Landry if the SHIPALT kits could be shipped in parts 
(i.e. if portions of the kits could be shipped as completed). 
After a series of telephone calls to Charleston, it was 
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determined that partial kits could be in New London by 10 
December, and the hole drilling effort could begin at that 
time. After other details such as "ship’s force" guidance 
to be provided and special tools to be provided were resolved, 
it was determined that work on the SHIPALT could probably be 
completed by 14 January. 

Each item was "hammered out" in this manner, with vary- 
ing degrees of complication, before a final approach was 
arrived at. Mr. Formatt kept shaking his head and taking 
notes. 

When the meeting finally adjourned, it was unanimously 
agreed that the project would have certainly floundered with- 
out benefit of the meeting. The effort had been exhaustive. 
Jim's notes later generated 15 typewritten pages of minutes. 
Mr. Formatt had a bundle of notes filling his briefcase, 
from which to make changes to his work package and schedule. 

He was still shaking his head when he left. No one left the 
meeting without tasks and follow up requirements. But, a 
feasible schedule had been worked out, and an integrated work 
package would result. There was a monumental amount of phy- 
sical work yet to be done on BERGALL, but there would be a 
viable plan to guide its accomplishment. It appeared as if 
the scope of the work and all of the work requirements had 
been satisfactorily identified. Only time would tell, but 
the stage appeared to be adequately set at that point in 
time . 
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Jim and CDR Greene adjourned to the "0" Club bar and 
ordered a couple of beers. There they discussed the day's 
events, the rocky road traveled to get there, and the un- 
certainty ahead. At one point during the discussion, CDR 
Greene rocked his head back, drained his beer glass, banged 
the empty glass on the bar, turned to Jim, looked him square- 
ly in his eyes and said, "We have over a hundred submarines 
in the Force, Jim, at least a dozen different classes — Is 
it going to take this kind of an effort to get MK-48 installed 
on each and every one of them?" 
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CONCLUSION 



The introduction suggested that even the most complicated 
of problems can be handled through well planned utilization 
of available expertise, brought to bear through coordinated 
effort, which is, in turn, accomplished through effective 
communications. The point was forcefully made at the outset 
that effective communications requires precise decisions re- 
garding who to communicate with, how to communicate, when to 
communicate, and where to communicate. 

The case studies presented herein dealt only with the 
problems involved in readying the first submarines in SUBLANT 
to carry and fire the MK-48 torpedo, as a prelude to Fleet 
Introduction. The cases dealt only with specific hardware 
problems, the time span was limited to happenings which oc- 
curred between October 1969 and December 1970, and the pro- 
gram view was limited to the Fleet's perspective of relevant 
happenings. Nevertheless, the related manifold events, prob- 
lems, decision, interactions, etc. are representative of the 
who, how, when, and where communication decisions facing 
Fleet Introduction of any weapons system, in any area of the 
process. Complexity increases with major systems, but the 
essence of the interplay phenomena and the need to deal with 
it are ever present, regardless of system complexity. The 
lessons to be learned concerning that need focus on the ob- 
vious requirement for coordinated communications: Namely, 

the whos, the hows, the whens, and the wheres. 
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The authors believe that, on the basis of the six case 
studies presented, it is possible to draw specific conclu- 
sions regarding project communications requirements and to 
point to specific ground rules to be followed for the intro- 
duction of any major weapons system. Before making any such 
attempt, however, the authors wish to quickly allude to the 
fact that, in addition to any fundamental ground rules iden- 
tified for project communications, there are other lessons 
to be learned. Very obviously, each facet of the Fleet In- 
troduction process merits study. 

These other lessons, communications notwithstanding, in- 
volve such factors as management rationale, the ramifications 
of decisions, and the effect of the actions taken or not tak- 
en to deal with problems in each area. In the case of the 
Fleet Introduction of the MK-48 torpedo, many of these other 
lessons remain to be learned. For example, consider the 
following areas: 

The MK-48 MOD-1 Torpedo itself . The issues relevant to 
the torpedo involve: inventory goals, controls, and con- 
straints; interface problems encountered with shipboard 

14 

launcher equipments; shelf life and "turnaround" require- 
ments; shipboard safety manifestations; logistic support re- 
quirements and difficulties; security; reliability; and 
maintainability . 



Torpedo "turnaround" refers to how often a torpedo 
must be returned to a torpedo workshop, ashore or on a ten- 
der, to be recycled and re-issued as a refurbished, ready 
for launch weapon. 
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MK-48 MOD-1 Torpedo Retrievers . Torpedoes fired as ex- 



ercise units, MK-27 MTT's as well, must be recovered after 
launch. Special retrieval equipment and vehicles were/are 
required for on range and open ocean firings to deal with 
varying weather conditions and exercise requirements. Boats, 
helicopters, and ships are potential retrieval platforms. 

The evolution of the MK-48 torpedo and the MK-27 MTT retriev- 
al systems has been unique, and the lessons to be gleaned 
are manifest. 

The MK-27 MTT's . This area is almost as fertile for case 
study development as the torpedo itself. 

MK-48 Tender Workshops and Magazine Stowage . This sub- 
ject is extremely relevant to the successful deployment and 
support of the MK-48 torpedo. It is likewise a complex 
area, well suited for case study development. Many lessons 
could be learned from study of this effort. 

Shipboard Loading and Handling . The evolution of the re- 
quired SHIPALTS and the problems encountered beyond the 
BERGALL experience described in Case (F) are subjects replete 
with lessons still being learned. This program has been 
frought with difficulties and management challenges. 

Submarine Fire Control . Tracing the resolution of the 
many problems facing alteration of submarine fire control 
systems would provide a classic case study opportunity. The 
problems in this area exposed in this series of cases were 
followed by others. And, the successful solutions to these 
problems have since led to a well managed alteration program. 
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Training/Exercise Firing . The steps which led to the 
development of the "MK-48 Training and Certification Program" 
would provide another classic case study opportunity. The 
coordination of the many players and the departure from the 
traditional torpedo introduction efforts were significant. 

MK-48 Shore Facility Workshops and Magazines . This area 
was explored in great depth by the authors. Regretably, 
time constraints precluded case study development. Neverthe- 
less, the authors will address this area to illustrate the 
potential that it, and all of the other above mentioned 
areas lends to possible case study development. 

The authors spent many hours researching the COMSUBLANT 
archives and interviewing present and past members of the 
COMSUBLANT, PMO, NUSC, Newport, and NAVORDSYSCOM staffs. 
Several pertinent and causative details were recorded. 

There was, in turn, disclosure of the following five key 
events and/or determinants that were to be further developed 
into a case study. They are as follows: 

1. The inability to activate the already constructed 
Norfolk MK-48 workshop because the selected torpedo war- 
head yield exceeded the safe explosive quantity/distance 
ratio for the area's population density. The workshop 
was planned and built to accommodate the MK-48-0 with 
the smaller warhead. 

2. The essentially last minute Inability to activate the 
Charleston workshop on schedule, as planned, because of 

a contract that, somehow, was never negotiated, as 
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required, to effect the internal structural changes nec- 
essary in order to accept the MK-48-1 torpedo workshop 
test and handling equipment. 

3. The fact that the high priority assigned to MK-48 
TWS development with CNO, NAVORD, NAVSHIPS, and other in- 
volved commands and agencies had no apparent effect on 
the priority assigned to construction of the MK-48 work- 
shop buildings, which fell under the cognizance of NAVFAC. 
Investigation revealed that the building contract admin- 
istrators and the Resident Officers in Charge of Con- 

15 

struction (ROICC) apparently assigned building 
construction priorities based solely on cost. Hence, 
any other building undergoing construction on station 
that cost more than a MK-48 workshop that was undergoing 
construction on the same station would axiomatically 
have higher priority for construction. The inability of 
the PM to effect MK-48 workshop construction on a prior- 
ity commensurate with other components of the weapons 
system appeared to be quite paradoxical. 

4. The tardy activation of the New London facility, with 
a long list of waivers, appeared to be the result of in- 
adequate attention to detail in the initial activation 
planning and supervision effort. 



Civil Engineering Corps. (CEC) officer assigned to a 
Naval Station responsible for overall supervision of station 
construction projects. 
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5. The availability of real estate and the aforementioned 
quantity/distance requirements reportedly forced the con- 
struction of one of the New London facilities in the mid- 
dle of an old stone quarry and the other in the middle 
of a previously swampy area. The former endured a rather 
traumatic engagement with periodic rockslides until the 
quarry walls were reinforced with concrete, and the lat- 
ter is plagued by leaks and wetness. In fact, some of 
the people interviewed are convinced that the latter 
facility is literally sinking. 

Based upon the above discussion and examples, the authors 
strongly endorse follow-on effort to further research and de- 
velop case studies involving the MK-48 TWS. And, while the 
above subjects are viewed as being related to Fleet Intro- 
duction, it is suggested that the MK-48 Program's scope pro- 
vides considerable room for case study effort in several 
areas other than Fleet Introduction. 

Returning, then, to the thesis that it is possible to 
draw specific conclusions regarding project communications 
requirements and to point out specific ground rules to be 
followed for the introduction of any major weapons system, 
the authors feel safe in assuming that any student of the 
presented case studies would agree that the requirement for 
Fleet involvement is a foregone conclusion. This is not to 
say that many would agree as to the degree of involvement, 
or how and when such involvement should occur. Accordingly, 
the authors submit the following specific conclusions and 



recommendations : 



59 



CONCLUSION : A Project Manager's Staff is not generally 



organized to coordinate the detailed steps necessary for in- 
troducing new hardware at the Fleet level. Further, the 
PM's Staff does not have the means to maintain on the job 
supervision of interface efforts in the Fleet. 

RECOMMENDATION : The Project Manager and his Staff must 

recognize the "Customer” position of the Fleet and organize 
to effectively deal with it: Namely, the PM should ensure 

that his Staff includes a Fleet Liaison Officer. That offi- 
cer should be well versed and familiar with the Fleet com- 
munity concerned. He should be formally chartered to 
interface with an assigned Fleet representative(s) (i.e., a 
Project Officer on the Type/Force Commander's Staff), from 
the date the project is designated and a PM is assigned. As 
the PMO is reorganized to cope with the project's progression 
through the various phases, the Fleet Liaison Officer's role 
must be continued. And, as the project approaches Fleet In- 
troduction, the Fleet Liaison Officer should be provided the 
required staffing to permit sustained, in field efforts to 
supervise the details of each facet of the Fleet Introduction 
effort . 

CONCLUSION : The Type/Force Commander's Staff is not 

functionally nor by traditional attitude or circumstance 
suited to interface formally with a Project Office. Officers 
assigned to Operational Staffs, in general, are too wrapped 
up in the daily exigencies of operations and existing hard- 
ware problems to devote extensive time and effort to the de- 
velopment of new hardware. 



60 



RECOMMENDATION : The Type/Force Commander and his Staff 



must recognize its "Customer" position and the "Producer" 
position of the PMO and organize to effectively deal with it: 
Namely, the Type/Force Commander should ensure that his 
Staff includes a Project Officer for each major project that 
is destined to interface with the units he commands. Each 
Project Officer should be on an equal footing with the heads 
of Staff functional offices. This suggests that he should 
be a Navy Captain with a charter permitting him to act across 
functional lines with the authority of the Commander, as 
necessary to acquire the degree of functional support re- 
quired to effectively represent and support the Fleet's in- 
terests in all project matters. The Project Officer should 
be assigned concurrently with the PMO's Fleet Liaison Offi- 
cer, and a formal communications link should be established 
at that time and sustained throughout the development proc- 
ess and Fleet Introduction. Where the command has a counter- 
part on the opposite coast, as is usually the case, or there 
is more than one Type/Force Commander involved, a concensus 
should be reached on all appropriate matters so that a single 
face can be presented to the PMO. Furthermore, the onus 
rests with the Type/Force Commander to ensure that it is 
clear to all other commands dealing with his Staff on project 
related matters that they must deal with one, and only one, 
point of contact -- his Project Officer. Hand-in-hand with 
this responsibility is the requirement to ensure that the 
Project Officer is truely authorized to speak for the 
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Commander in all project related matters. What's more, the 



Type/Force Commander must ensure that the other commands 
recognize this fact. It goes without saying, then, that 
selection of an individual to fill a Project Officer posi- 
tion is not a matter to be treated lightly. The authors 
recognize that there are those who consider the cost of such 
an effort exorbitant or, at least, not in line with what they 
consider is required. To those who feel this way the authors 
can only suggest that it is a small price to pay when viewed 
in perspective with the long lived effects of inactions or 
wrong decisions made during the development and Fleet Intro- 
duction processes. 

CONCLUSION : Neither the PM nor the Type/Force Commander 

possess the degree of authority necessary to effect all de- 
cisions that may be in the best interest of the project. 

This is due to the fact that other major commands, for a 
variety of reasons, may not agree with their decisions. In 
some instances, neither the PM nor the Type/Force Commander 
may be in the position to fund an action that would be in 
the best interest of the project. 

RECOMMENDATION : All major projects should have a central 

forum, a court of appeals if you will, for carrying the needs 
of the project to the CNO so that final and effective deci- 
sions can be made in areas beyond the authority of the PM or 
Type/Force Commander. For this purpose, it is recommended 
that the CNO's Project Sponsor chair a coordination group, 
similar to the present PCG, and that the key membership be 
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limited to the PM, the Type/Force Commanders, and, perhaps, 
one or two agencies acting in major support roles for the 
PM. All decisions regarding funding or policy beyond the 
authority of the PM and the Type/Force Commanders can, 
through this forum, be referred to the CNO for action. Once 
a decision has been made, the CNO can task and/or fund other 
commands, as appropriate, such as NAVSEA, to take action to 
support the decision. 

CONCLUSION : There are presently no ground rules, direc- 

tions, or check off lists available to guide PM's or their 
Staffs and field agencies regarding Fleet/project interface 
efforts. This has led to irritations, misunderstandings, 
lack of proper guidance, bypassing of key personnel, mutual 
on the job interference, and unsatisfactory installation/ 
testing efforts. 

RECOMMENDATION : All projects that will require inter- 

face with the Fleet should be required to publish formal 
ground rules setting forth and providing guidance regarding 
step-by-step procedures for effecting Fleet liaison and sub- 
sequent hardware or software interface. Specific individual 
responsibility should be assigned in each instance, and re- 
quirements for necessary ship checks, meetings, integrated 
work packages, and specific Fleet liaison should be standard- 
ized for all such efforts. 
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ORIGINAL PROGRAM ORGANIZATION 




1 The EX-10 (MK-48) Torpedo Project Officer was the BUWEPS Torpedo 
Division Head. The EX-10 was another functional responsibility 
with the division. Two men were assigned responsibility for the 
project. 



December 1966 

After Navy's Reorganization (See Appendix VII PMO, Contractors' and 




2 PMO 99 reported to ORDNANCE SYSCOM for technical aspects of the 
project, including design, development, production and support 
responsibilities . 

3 PMO 99 reported to MASWSP for coordination and integration of 
MK-48 into the overall Navy ASW effort. Reports included approval 
of schedules, funding, system integration and program monitoring. 

Exhibit 1 Original Program Organization Chart 
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Exhibit 2 Department of Defense Organization Chart 
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Exhibit 5 Department oD the Navy Organization Chart 



X-3 



NAVAL MATERIAL COMMAND 




Exhibit 4 Naval Material Command Organization Chart 
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SPRING 1968 "Dual Effort" 
PMO Organization Chart 



August 1967 - February 1970 
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1 MK 48 - 1 Program Management stated in the existing ORDNANCE SYSCOM 
Torpedo Division ORD - 054, in August 1967. 

2 ORD - 055 /PMO 99 became PMO 499 in February 1969. 



MK 48 "Dual Effort” 
Management Relationships 



Spring 1968 
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Exhibit 5 Spring 1968 "Dual Effort" PMO Organization Chart 
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Summer 1971 "Post Competition" 
PMO Organization Chart 

August 1971 
(Post Selection) 
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Exhibit 6 Summer 1971 "Post Competition" PMO Organization Chart. 
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MK-48 PROGRAM COORDINATION GROUP (PCG) 

MEMBER ORGANIZATIONS 

The MK-48 PCG was established in August 1966; members were: 

Chairman : Office of CNO* (OP-951E) , Head Sub-Surface Branch, Technical 

Appraisal and Requirements Division of ASW Programs. 

Members : Office of CNO: 

* OP-312D. Head Weapons Systems and Readiness Section, Submarine 
Warfare Division. 

OP-090C2, Assistant to Director Navy Program Planning. 

OP-713C, Assistant Head Strategic and Submarine Warefare 
Branch, Undersea Warfare and Ocean Surveillance. 

OP-322D2, Assistant for Surface Weapons, ASW and Ocean Sur- 
veillance Division. 

* MK-48 Torpedo Project Officer (MK-48-0/2) . 

* NUSC, Newport (NUWRES) MK-48 Program Shipboard Equipment 
Technical Director. 

* ORL Pennsylvania State University, MK-48 Technical Director. 

* BUPERS Submarine Personnel Program Manager. 

The MK-48 PCG Membership in August ] 968 was: 

Chairman: Head Submarine Warfare Branch, Undersea and Strategic Warfare 

Division, (OP- 713) 

Members : Same as * members from above plus following new members. 

MK-48-1 Torpedo Project Officer. 

MASWSP (ASW-113) , Head Submarine Systems Plans Branch. 

C OMSUBDE V GRU TWO (Chairman Fleet Firing Sub Group) . 

NAVMAT (MAT-0322), Head, ASW Systems Development Branch. 
COMSUBLANT Force Weapons Officer. 

COMSUBPAC Force Weapons Officer. 

OP-322C1, Assistant for Surface Weapons, ASW and Ocean Sur- 
veillance Division. 

COMOPTEVFOR Staff Representative. 

COMCRUDESLANT ASW Weapons Officer. 

Naval Safety Center (Chairman Safety Sub Group) . 

COMASWFORPAC Weapons Officer. 

COMCRUDESPAC ASW Weapons Officer. 

NAVFAC (Code- 20211) Assistant Master Plans Branch. 
NAVSHIPSYSCOM Senior Project Engineer of SSN New Construction. 

Note: PCG meetings were normally attended by a variety of other organ- 

izations (non-members) involved in MK-48 Weapons System Develop- 
ment. Their attendance was solicited when matters affecting 
their areas of responsibility were to be addressed. 



Exhibit 7 MK-48 Program Coordination Group Membership 
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Exhibit 8 Force Weapons Office Relationship Within COMSUBLANT 
Staff Organization 
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Exhibit 9 Force Weapons Office Layout 
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Exhibit 10 Orgnaiza tional Relationship Between COMSUBLANT Staff 
and Other MK-48 Involved Commands 
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MK-48 Involved Commands 




Note : 



Denotes Functional Control 

Denotes Program Management Matrix Relationship 
Denotes Staff Relationship 



Exhibit 11 MK-48 Involved Portion of NUSC, Newport Organization 
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Organizational Relationship 
Between 

COMSUBLANT Staff and PMO 



February 1970 - July 1971 




Formal Chain of Command 

- - - - Primary Informal Interfaces 

Note: See Exhibits 2, 3, 4, 6 and 10 for additional detail regarding 

organizational relationships. 



Exhibit 12 Organizational Relationships Between COMSUBLANT Staff 

and the PMO. 
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Exhibit 13 



SUBLANT Organization 
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APPENDIX I 



ACRONYM LIST 

ABC - Atomic, Biological, and Chemical 
ACOS - Assistant Chief of Staff 
ADP - Automatic Data Processing 

APL - Applied Physics Laboratory, Johns Hopkins University 

APL - Allowance Parts List 

AS - Submarine Tender 

ASAP - As soon as possible 

ASR - Submarine Rescue Vessel 

ASTOR - Anti-Submarine Torpedo 

ASW - Anti-Submarine Warfare 

AUW - Advanced Underwater Weapons 

BUMED - Bureau of Medicine and Surgery 

BUPERS - Bureau of Naval Personnel 

BUSANDA - Bureau of Supply and Accounts 

BUSHIPS - Bureau of Ships 

BUWEPS - Bureau of Weapons 

BUYARDS & DOCKS - Bureau of Yards and Docks 
CAPT - Captain 
CDR - Commander 

CHASN - Charleston, South Carolina 

CHASN, NSY - Charleston Naval Shipyard, Charleston, South 
Carolina 

CHNAVMAT - Chief of the Naval Material Command 
CINCESTLANT - Commander in Chief Eastern Atlantic 
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CINCLANT - Commander in Chief Atlantic 
CINCLANTFLT - Commander in Chief, U.S. Atlantic Fleet 
CINCPAC - Commander in Chief Pacific 
CINCPACFLT - Commander in Chief, U.S. Pacific Fleet 
CLEVITE - CLEVITE Corporation (later became Ocean Systems 
Division of GOULD INC.) 

CNM - Chief of the Naval Material Command 
CNO - Chief of Naval Operations 

COMASWFORLANT - Commander, Anti-Submarine Forces Atlantic 
COMASWFORPAC - Commander, Anti-Submarine Forces Pacific 
COMCRUDESLANT - Commander, Cruiser Destroyer Force Atlantic 
COMCRUDESPAC - Commander, Cruiser Destroyer Force Pacific 
COMFIVE - Commandant of the Fifth Naval District 
COMOPTEVFOR - Commander Operational Test and Evaluation 
Forces 

COMSUBACLANT - Commander Allied Submarine Command Atlantic 
COMSUBDEVGRU TWO - Commander Submarine Development Group Two 

COMSUBDIV - Commander Submarine Division 

COMSUBFLOT - Commander Submarine Flotilla 

COMSUBLANT - Commander Submarine Force Atlantic 
COMSUBPAC - Commander Submarine Force Pacific 

COMSUBRON - Commander Submarine Squadron 

COMSUBWESTLANT - Commander Submarine Forces Western Atlantic 

COMTAC - Communications and Tactical 

COSAL - Consolidated Shipboard Allowance List 

COSMIC - NATO TOP SECRET 

COT - Consolidated Operability Tests 
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CP - Cost Plus Contract 

CPFF - Cost Plus Fixed Fee Contract 

CPI - Cost Plus Incentive Contract 

CPO - Chief Petty Officer 

DCOS - Deputy Chief of Staff 

DDAS - Digital Data Acquisition System 

DEVGRU TWO - Submarine Development Group Two 

DOD - Department of Defense 

DPT - Development Prototype Torpedo 

DRL - Defense Research Laboratory, University of Texas 
DSARC - DOD Defense System Acquisition Review Council 
ECM - Electronics Countermeasures 
EVAL - Evaluation 

FAM - Basic Familiarization Training 
FBM - Fleet Ballistic Missile 

FBMTC - Fleet Ballistic Missile Training Center 

F/C - Fire Control 

FEC - Field Engineering Change 

FORACS - Fleet Operational Readiness Accuracy Calibration 
Station 

FPI - Fixed Price Incentive Contract 
FPIF - Fixed Price Incentive Fee Contract 
FSTC - Fleet Submarine Training Command 
GD - General Dynamics Corp. 

GE - General Electric Corp. 

GM - General Motors Corp. 

GUPPY - Greater Underwater Propulsion Power 
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HELO - Helicopter 

IAPL - Interim Allowance Parts List 

ICP - Inventory Control Point 

ISEA - In Service Engineering Agent /Activity 

LANTFLT NAVFACOM - Atlantic Fleet Naval Facilities Command 

LCDR - Lieutenant Commander 

LIBRASCOPE - Singer Librascope Co. 

LT - Lieutenant 

3M - Maintenance and Material Management 
MASWSP - Manager, Anti-Submarine Warfare Systems 
MCPOC - Command Master Chief Petty Officer 
MRC - Maintenance Requirements Cards 
MTCS - Senior Chief Missile Technician 
MTT - MK-27 Mobile Torpedo Target 
NATO - North Atlantic Treaty Organization 
NAVAIRSYSCOM - Naval Air Systems Command 
NAVFAC - Naval Facilities Command 
NAVFACOM - Naval Facilities Command 
NAVMAT - Naval Material Command 
NAVMATCOM - Naval Material Command 
NAVORD - Naval Ordnance Systems Command 
NAVORDSYSCOM - Naval Ordnance Systems Command 
NAVORDSYSUPOLANT - Naval Ordnance System Support Office 
Atlantic 

NAVSEC - Naval Ship Engineering Center 
NAVSHIPS - Naval Ships Systems Command 
NAVSIIIPSYSCOM - Naval Ships Systems Command 
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NAVSUP - Naval Supply Systems Command 
NAVSUPSYSCOM - Naval Supply Systems Command 
NEC - Navy Enlisted Classification Code 
NLON - New London, Connecticut 

NNSBDDCO - Newport News Shipbuilding and Dry Dock Co. 

NORVA - Norfolk, Virginia 

NOS/IH - Naval Ordnance Station, Indian Head, Maryland 
NOSSO - Naval Ordnance System Support Office 
NOSSOLANT - Naval Ordnance System Support Office Atlantic 
NSRDC - Naval Ship Research and Development Center 
NOSC - Naval Underwater Systems Center, Newport, Rhode Island 
(formerly NUWRES) 

NUSC, Newport - Naval Underwater Systems Center, Newport, 
Rhode Island (formerly NUWRES) 

NUWC - Naval Undersea Warfare Center, Pasadena, California 
NUWRES - Naval Underwater Research and Evaluation Center, 
Newport, Rhode Island (now NUSC, Newport) 

OPLAN - Operations Plan 

OPNAV - Office of the Chief of Naval Operations 
OPORD - Operations Order 
OP ORDER - Operations Order 

OPTEVFOR - Operational Test and Evaluation Forces 
ORDALT - Ordnance Alteration 
ORI - Operations Research Inc. 

ORL/PSU - Ordnance Research Laboratory, Pennsylvania State 
University 

OSD - Office of the Secretary of Defense 
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PAO - Public Affairs Office 



PCG - MK-48 Program Coordination Group 

PCO - Prospective Commanding Officer 

PIP - Personnel Information Program 

PM - Project Manager 

PML - Peat, Marwick, and Livingston 

PMO - Project Manager's Office 

POS - Project Office Staff 

PPT - Production Prototype Torpedo 

PXO - Prospective Executive Officer 

RAV - Restricted Availability 

RDF - Radio Direction Finding 

REP - Representative 

RPS - Registered Publications System 

SACLANT - Supreme Allied Command Atlantic 

SAIL - Ship's Armament Inventory List 

SECNAV - Secretary of the Navy 

SHIPALT - Ship Alteration 

SITREPS - Situation Reports 

SOAC - Submarine Officer Advanced Course 

SOAP - Supply Operations Assistance Program 

SOBC - Submarine Officer Basic Course 

SOIC - Submarine Officer Intermediate Course 

SPCC - Ship's Parts Control Center, Mechaniscburg , Pennsylvania 
SS - Diesel Submarine 

SSBN - Nuclear Fleet Ballistic Missile Submarine 
SSN - Nuclear Fast Attack Submarine 
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STP - Selection Test Procedure 

SUBASE E&R - Engineering and Repair Department of the U.S. 

Naval Submarine Base, New London, Connecticut 
SUBASE, NLON - U.S. Naval Submarine Base, New London, Con- 
necticut 

SUBDEVGRU TWO - Submarine Development Group Two 

SUBLANT - Atlantic Submarine Force 

SUBPAC - Pacific Submarine Force 

SUBROC - Submarine Launched Rocket 

SUBSAFE - Submarine Safety 

SUBSCOL - U.S. Naval Submarine School, New London, Connect- 
icut 

TACNOTE - Tactical Note 

TAD - Temporary Additional Duty 

TAV - Technical Availability 

TECHEVAL - Technical Evaluation 

TECH/OPEVAL - Technical/Operat ional Evaluation 

TWS - Torpedo Weapons System 

VITRO - VITRO Laboratories 

WECO - Westinghouse Electric Corp . 

WSAT - Weapons System Accuracy Trials 
WSR - Weapons System Review 
WWII - World War Two 
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APPENDIX II 



THE ORDALT PROGRAM 



The Ordnance Alteration (ORDALT) Program is sponsored by 
the Naval Ordnance Systems Command (NAVORDSYSCOM) , for the 
purpose of maintaining physical, as well as, configuration 
control of installed ordnance equipments. Before an existing 
ordnance system that is installed in a Naval vessel or shore 
station can be altered, that alteration must be approved and 
proofed; it must also be implemented as an ORDALT kit within 
the ORDALT system. 

To become an ORDALT kit, an alteration must be accompanied 
by concurrent changes to all related technical publications, 
all engineering drawings and ship's plans, all preventative 
maintenance system documents [e.g. Maintenance Data Cards 
(MDC's) used to maintain the equipment], and all supply docu- 
mentation [Consolidated Shipboard Allowance Lists (COSAL) 
and Allowance Parts Lists (APL's)]. In addition, the spare 
parts must be in the supply system and the kit must include 
initial spare parts, if required, for the parent ship or 
station supply inventories. And, last but not least, an 
ORDALT kit must include all of the necessary step-by-step 
instructions for accomplishment of the alteration. 

An ORDALT can be proposed by any competent vendor, com- 
mand, or individual. However, to gain approval, it must 
represent a significant and beneficial improvement to an 
existing ordnance system or be necessary for safety to equip- 
ment or personnel. 

II-l 



The physical hardware proofing and full kit proofing for 
submarine weapons system ORDALT's has been the responsibility 
of NUSC, Newport. Normal procedure calls for NUSC, Newport 
to proof the alteration in their laboratory and the full kit 
onboard a submarine assigned by the Type Commander (e.g. 
COMSUBLANT). Final approval for the plans and kit must also 
have received prior approval by the appropriate functional 
codes within NAVORDSYSCOM. 

Once the kit has been fully proofed, it is made avail- 
able for installation in existing equipments. The kit has, 
of course, already been assigned a number and is made ready 
for distribution upon final approval and the fabrication of 
a sufficient initial quantity. ORDALT kits and the attend- 
ant preparation costs are funded by NAVORDSYSCOM. 

When made available for general installation, an ORDALT 
kit is normally grouped with other technically compatible 
kits into a multiple ORDALT package called a "Baseline". 
Normally, installations are scheduled to achieve a defined 
baseline configuration. This procedure greatly reduces the 
difficulty of trying to effect support changes in multiple 
small increments for each ORDALT kit. The idea is to bring 
a ship's hardware and software configuration together in a 
better controlled, more economically suitable, and more man- 
ageable steps. Baseline changes usually require several 
hundred manhours to accomplish. ORDALT installations are 
scheduled for accomplishment either in a shipyard or in the 
field, dependent primarily upon the complexity and time 
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available. Shipyard ORDALT's are scheduled by NAVORDSYSCOM 
and are automatically integrated into the Type Commander's 
shipyard overhaul work lists, following a review by the Type 
Commander's staff for correctness, applicability, and possi- 
ble conflicts with other scheduled work. Field installations 
are scheduled by NOSSOLANT/NOSSOPAC , who orders the kits 
after coordinating material, ship, and technician availabil- 
ity through NUSC, Newport and the Type Commander. NUSC, 
Newport normally provides contractor or in-house technicians 
to install ORDALT's. However, NOSSOLANT/NOSSOPAC and/or 
Fleet personnel are able to, and often do, perform minor or 
less complicated ORDALT's. 

After an ORDALT is installed, the installing activity 
assists the parent command in making the necessary changes 
to the supporting systems (e.g. software and the supply sys- 
tem). NOSSOLANT/NOSSOPAC provides a final post ORDALT re- 
view to ensure total compatability . At the time the ORDALT 
is installed, a major requirement exists to change the Ship's 
Armament Inventory List (SAIL) to reflect the new configura- 
tion. The SAIL change is forwarded to several activities 
within the ordnance support community, but the essential 
purpose of the change is to effect the necessary change in 
the NAVORDSYSCOM configuration data bank. If that change is 
properly made, all supporting systems will respond to the 
new configuration requirement. However, if that change is 
not made, monumental administrative problems can be precipi- 
tated. Cumulative failures to make changes result in loss 
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of configuration control and related support. Each command 
possessing ordnance equipment bears the ultimate responsibil- 
ity for maintaining an accurate SAIL. 
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APPENDIX III 



THE SHIPALT PROGRAM 



The Ship Alteration (SHIPALT) Program is sponsored by 
the Naval Ships System Command (NAVSHIPSYSCOM) , for the pur- 
pose of maintaining physical as well as configuration control 
of ship design. SHIPALT' s (as opposed to ORDALT's for ex- 
ample) apply to those items specifically under the design 
control of NAVSHIPSYSCOM. Such items could normally include 
all hull and integrally installed ship's supporting systems 
(i.e. winches, piping systems, switchboards, wiring, fuel 
systems, auxiliary equipment installation configurations, 
etc . ) . 

Before en existing item or system under NAVSHIPSYSCOM 

I 

cognizance can be altered, the basic SHIPALT plan must be 
approved by NAVSHIPSYSCOM. 

A SHIPALT can be proposed by any competent vendor, com- 
mand or individual. However, to gain approval it must repre- 
sent a significant and beneficial improvement to the existing 
design, or be necessary for the safety of the equipment, sys- 
tem, ship, or personnel. 

While it is ideally intended that SHIPALT' s accomplish 
the same degree of control as ORDALT's, in practice, admin- 
istration of the SHIPALT program has been less rigorous. 

Approved SHIPALT 's are, in many cases, issued with more 
generalized instructions for accomplishment than are ORDALT's. 
Hence, the installing activity (i.e. shipyard, tender, or 
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ship's force) is often permitted some degree of flexibility 
in the physical implementation. While the end purpose is the 
same, in effect, the same SHIPALT, installed by different ac- 
tivities, has not, in most instances, reflected the same 
physical detail. This has caused criticism by those in favor 
of more detailed control. It has, paradoxically, also led to 
dissimilarity in configuration of systems between ships of 
the same class. However, in all fairness to the system, the 
generalized instructions are brought about by the fact that, 
for all practical purposes, no two ships of the same class 
are built identically. This is not to say that there are 
gross differences, but construction practices do, in fact, 
vary between shipyards. It's an unfortunate fact of life 
that has to be lived with. As a result, if a SHIPA.LT were de- 
signed to accommodate a specific ship down to the most minute 
of details (e.g. calling out terminal numbers or radius of 
turn for a new piping installation so that it will exactly 
fit), there is a very high probability that the SHIPALT will 
accommodate that ship but no others. Hence, the need exists 
to issue a little "artist's license" with each SHIPALT. 

All approved SHIPALT' s are identified by an assigned 
SHIPALT number. SHIPALT 's are additionally categorized in 
accordance with who is authorized to install them and who 
will fund them. SHIPALT 's scheduled by NAVSHIPSYSCOM for 
shipyard accomplishment are normally funded by NAVSHIPSYSCOM. 
SHIPALT' s falling into this category are, like ORDALT's in- 
cluded in the ship's overhaul work package and are reviewed 
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by the Type Commander (e.g. COMSUBLANT) for compatibility 
with other shipyard work. Other SHIPALT's funded by NAVSHIP- 
SYSCOM are authorized for accomplishment by forces afloat. 

In addition, still others are approved by NAVSHIPSYSCOM for 
accomplishment, but are funded by the Type Commander. 

As in the case of ORDALT's, it is critical that completed 
SHIPALT's be properly reflected in the ship's master plans 
and that all supporting documentation (software) be changed 
to reflect the alteration. It is incumbent upon each command 
receiving SHIPALT's to ensure that total compatibility is 
accomplished persuant to installation. Failure to change 
supporting documentation results, as is the case with ORDALT's 
which are improperly recorded, in the loss of configuration 
control and will contribute to inaccurate ship's master plans. 
The latter deficiency is, in part, the reason why all plan- 
ning for shipboard alterations or the installation of new 
equipment should be preceded by a thorough onboard "ship 
check." Master plans are notoriously inaccurate, regarding 
the specific detail required for planning and accomplishing 
such shipboard changes. 
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APPENDIX IV 



Charters/Responsibilities of COMSUBLANT Staff Functional Codes 



00 COMSUBLANT (THE COMMANDER) 

Functional Statement 

NATIONAL Command, operational and administrative control of 
ships, units and shore (field) activities assigned to 
SUBLANT; operational control over other units assigned by 
higher authority. Submarine Operational Advisor to 
CINCLANT for Polaris/Poseidon Operations, serving as code 
J006, CINCLANT Staff. Assists BUPERS and Naval District 
Commandants in support of Naval Research Program. 

COMSUBACLANT Additional duty to SACLANT as Operational Ad- 
visor for Polaris/Poseidon Operations, and a NATO Major 
Subordinate Commander as COMSUBACLANT. Advises SACLANT 
on submarine matters and coordinates submarine planning 
within the Atlantic Command. 

COMSUBWESTLANT Subordinate command of CINCWESTLANT. Serves 
as NATO Commander as COMSUBWESTLANT . Principal responsi- 
bility is Operational Commander NATO Submarines, Western 
Atlantic Area. 



SPECIAL COMMAND ASSISTANTS TO THE COMMANDER 
001 FLAG LIEUTENANT & AIDE 



Functional Statement - Personal aide to Commander. Direct 

representative of Commander relating to uniforms, honors, 
ceremonies, official visits, salutes, presentation of 
awards, and transportation. Division Officer for Flag 
mess stewards and Commanders and Chief of Staff writers. 
Flag Mess Caterer. Additional duty as Flag Lieutenant 
& Aide for COMSUBACLANT and COMSUBWESTLANT. 

01 CHIEF OF STAFF 



Functional Statement - Direct representative of the Commander; 
effectuates the policies and orders of the Commander and 
advises the Commander of all significant matters pertain- 
ing to command. Directs and Coordinates work of the 
Staff. Coordinates activities of the command. Super- 
visory authority over Summary and Special Courts-martial. 
Senior Aide to Force Commander. Additional duty as Chief 
of Staff, COMSUBACLANT and CONSUBWESTLANT. 



1 



See page IV-19 for COMSUBLANT Staff organization chart. 



Oil MCPOC 



Functional Statement - Advises the Force Commander and pro- 
vides assistance to SUBLANT subordinate commands in all 
matters pertaining to enlisted personnel. Represents 
Force Commander at various ceremonies. Serves as member 
of Awards Board for enlisted personnel of SUBLANT. 

002 FLAG SECRETARY AND AIDE 



Functional Statement - Assistant for coordination of staff 

work, and administrative activities of the staff. Assists 
staff officers in preparations of plans and directives. 
Secretary of Awards Board and Beneficial Suggestion 
Board. Commanding Officer, Flag Allowance. Personal 
aide to the Commander. Additional duty as Flag Secretary, 
COMSUBACLANT and COMSUBWESTLANT . 

0021 ASSISTANT FLAG SECRETARY 



Functional Statement - Executive Officer of Flag Allowance. 
Classified Material, Top Secret and COSMIC Control, 

Staff Personnel, Education, and Postal Officer. Coordi- 
nates the administrative activities of the Flag Office. 
Additional duty as Assistant Flag Secretary, COMSUBACLANT 
and COMSUBWESTLANT. 

003 PUBLIC AFFAIRS OFFICER 



Functional Statement - Directs PAO program and advises Com- 
mander on PAO matters. Arranges interviews and press 
conferences. Provides news coverage of Force activities 
and events. Acts on requests from press and public. 
Obtains cruises for selected civilians. Obtains security 
clearances for material released. Maintains Command 
History. Administrator of overseas community relations 
fund. Responsible for Quarterly Information Bulletin. 
Coordinates graphic aids section. 

004 FORCE MEDICAL OFFICER 



Functional Statement - Assists Chief of Staff and advises 

Commander on medical policy and procedures. Makes rec- 
ommendations concerning health problems. Advises Person- 
nel Officer on Hospital Corps allocation. Coordinates 
Medical Office activities of the Force. Advises Command- 
er on medical aspects of ABC warfare; coordinates and 
disseminates medical information within the Force. 
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005 FORCE DENTAL OFFICER 



Functional Statement - Advises Commander on dental problems 
and services. Coordinates Force dental services. Moni- 
tors dental reports to assure best utilization of facil- 
ities and personnel. Inspects and advises dental facil- 
ities. Coordinates and disseminates dental information 
within the Force. Coordinates and makes recommendations 
for dental training. Coordinates preventative dentistry 
to include stannous fluoride treatments.. Establishes 
uniformity in dental treatment and programs. 

006 FORCE LEGAL OFFICER 



Functional Statement - Advises Commander and staff officers 
on legal matters. Supervises military justice in the 
Force. Reviews courts-martial convened by subordinate 
commands. Prepares actions and recommendations for 
Force Commander in military justice matters. Reviews 
and prepares endorsements for investigations. Serves as 
staff Legal Assistance Officer. Coordinates Legal As- 
sistance Program for Force. Administers Force Safe - 
Driving Program. Coordinates legal services for subor- 
dinate units with Navy Law Center. 

007 PROGRAM MANAGER, FRM PERSONNEL INFORMATION PROGRAM (PIP) 

Functional Statement - Implements PIP, designed to foster 
personal growth and maturity, through distribution of 
materials, evaluation of new material, supervision of 
budget allocation, and attending appropriate conferences 
and seminars dealing with PIP matters. 



N-l SHOP (ADMINISTRATION/PERSONNEL) 

N1 ASSISTANT CHIEF OF STAFF FOR ADMIN/PERSONNEL & NAVAL 
RESERVE 

Functional Statement (not available) 



N10 FORCE : 


PERSONNEL OFFICER 


Functional 


Statement 


( not 


available ) 


Nil CAREER COUNSELOR 






Functional 


Statement 


( not 


available ) 


N12 . FORCE 


CHAPLAIN 






Functional 


Statement 


( not 


available) 



IV- 3 



N-2 SHOP (READINESS AND TRAINING) 



N2 ASSISTANT CHIEF OF STAFF FOR READINESS AND TRAINING 



Functional Statement - Coordinate tactical and ASW development 
programs. Administer TACNOTE system. and tactical digest. 
Review exercise OPORDS and reports. Responsible for the 
Force battle efficiency competition and awards. Senior 
member, Board of Administrators, Command Recreation Fund. 
Member of Joint SUBLANT/SUBPAC ASW Steering Committee. 

N21 FORCE TRAINING OFFICER 



Functional Statement - Coordination, planning and supervision 
of shore based instructions, sonar information centers 
and submarine based training programs including qualifi- 
cation in submarines, qualification for command and ad- 
vancement in rate. Precommissioning and overhaul training. 
Control of TAD funds. 

N211 ASSISTANT FORCE TRAINING OFFICER 



Functional Statement - School quota control. Polaris/Poseidon 
training control for off crew and SSBN crews in overhaul, 
shipyard, factory, and special training control; pre-comm/ 
reftra/shkon training. Submarine officer/enlisted quali- 
fication and command qualifications. 

N22 TACTICAL READINESS OFFICER 



Functional Statement - Coordinate tactical and ASW develop- 
ment programs. Administer TACNOTE system and tactical 
digest. Review exercise OPORDS and reports. Responsible 
for the Force battle efficiency competition and awards. 
Senior member, Board of Administrators, Command Recrea- 
tion Fund. Member of Joint COMSUBLANT/COMSUBPAC ASW 
steering committee. 

N23 PROSPECTIVE COMMANDING OFFICER INSTRUCTOR 



Functional Statement - Plan and conduct courses of instruc- 
tion for submarine Prospective Commanding Officers. Re- 
fresher Training for SUBRON/DI VCOMS and coordinate 
training of Prospective Commanding Officers/Executive 
Officers assigned surface ships of the Force. 

N231 ASSISTANT PROSPECTIVE COMMANDING OFFICER INSTRUCTOR 

Functional Statement - Develop curriculum for instruction of 
Prospective Commanding Officers. Monitor courses of in- 
struction for submarine Prospective Commanding Officers. 
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N-3 SHOP (PLANS AND OPERATIONS) 



N3 DEPUTY CHIEF OF STAFF FOR PLANS AND OPERATIONS (C-3 NAT O) 

Functional Statement - Coordinate and supervise Force Plans, 
exercises, operations, intelligence, communication tac- 
tics, and training functions. Prepares all wartime and 
mobilization plans. Acts as Chief of Staff in the ab- 
sence of the Chief of Staff. Additional duty as Deputy 
Chief of Staff for Plans and Operations on the staff of 
COMSUBACLANT/COMSUBWESTLANT . 

N03 OPERATIONS ANALYST (PEG REPRESENTATIVE) 

Functional Statement - Scientific and analytical advisor to 
N3. Examines and evaluates plans, concepts, and tactics 
concerning submarine warfare and makes recommendations 
for improvement of submarine systems. 



N-3 SHOP (NORTHWOOD , ENGLAND) 

N3N COMSUBLANT REPRESENTATIVE NORTHWOOD (C-3N NATO) 

Functional Statement - Operates CINCESTLANT NATO submarine 
plot. Directs message center. Maintains liaison with 
various national and NATO authorities. Coordinates ef- 
forts to minimize submerged interference. 

N3N1 ASSISTANT COMSUBLANT REPRESENTATIVE NORTH (C-3N1 NATO) 



Functional Statement - Communications officer and RPS custo- 
dian. Classified material control, TOP SECRET control, 
and crypto security officer for Northwood. 



N-31 SHOP (OPERATIONS) 

N31 ASSISTANT CHIEF OF STAFF FOR OPERATIONS (C-31 NATO) 



Functional Statement - Coordinate and supervise the operation 
and movement of ships. Promulgate employment and exer- 
cise schedules and operation orders. Assign notional 
numbers. Evaluate unidentified submarine contacts, col- 
lisions, and groundings. Force navigator, oceanographer 
and readiness officer. Supervises Command Watch Officers. 
Maintain the emergency action file, search and rescue 
plans and weather information. Arrange port visits and 
clearances. Monitor SOPA functions. Additional duty as 
Operations Officer on staff of COMSUBACLANT/COMSUBWESTLANT. 
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N-31 SHOP (cont.) 



N311 ASSISTANT OPERATIONS OFFICER (C-311 NATO) 

Functional Statement - Supervises Command Watch Officers. 
Review and route mail and message traffic. Acts as 
Operations Officer in absence of N31. 

COMMAND WATCH OFFICER (N311A/B/C/D/E) 

Functional Statement - Complete coverage of all phases of 

submarine operations. Thorough familiarization with sub- 
marine deployment, movements, operational status, plot- 
ting instructions and intelligence matters. Represents 
the Commander and is empowered to take action in his 
name . 

N312 ASSISTANT OPERATIONS OFFICER FOR SCHEDULING 



Functional Statement - Assists in the functions and planning 
for the preparation and execution of Force employment 
schedules . 



N-32 SHOP (PLANS) 

N32 PLANS OFFICER (C-32 NATO) 



Functional Statement - Development and preparation of basic 
national war plans, long-range Force requirements, spe- 
cial plans and contingency plans. Additional duty as 
Planning Officer for COMSUBACLANT/COMSUBWESTLANT. 

C-32N ASSISTANT NATO PLANS OFFICER ( ADDU FROM SACLANT) 



Functional Statement - Provides assistance in the coordina- 
tion and review of NATO, Allied Command Atlantic, War 
Plans and NATO planning conferences. 

N321 WAR PLANS OFFICER (C-321 NATO) 



Functional Statement - Preparation and review of national 

and NATO general war plans. Security and TOP SECRET con- 
trol officer for plans section. Administration super- 
visor of plans section and assigned personnel. 
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N-32 SHOP (cont.) 



N322 CONTINGENCY PLANS OFFICER (C-322 NATO) 

Functional Statement - Responsible for preparation of contin- 
gency and unconventional warfare plans, facilities project 
planning, construction planning for force activities 
ashore, and Force structure and administrative assignment 
plan. Additional duty as contingency plans officer on 
the staff of COMSUBACLANT/COMSUBWESTLANT. 



N-33 SHOP (COMMUNICATIONS) 

N33 COMMUNICATIONS OFFICER (C-33 NATO) 



Functional Statement - Force and staff communications. Regu- 
lation and review of submarine broadcast, communication 
reports and projects, and communication OPLANS & OPORDS . 
Custody of communications equipment, RPS & COMTAC publi- 
cations. NATO codeword action officer. Additional duty 
as Communications Officer of the staff of COMSUBACLANT/ 
COMSUBWESTLANT . 

N331 ASSISTANT COMMUNICATIONS/MESSAGE CENTER OFFICER (N331 
NATO) 



Functional Statement - Force Communication Officer in absence 
of N33. COMTAC publication control officer. Supervise 
Communication Watch Officers. Enlisted Division Officer 
for the Message Center. Review incoming/outgoing mes- 
sages. Supervise communications projects and submarine 
broadcasts. Courier officer. 

N332 RPS CUSTODIAN 



Functional Statement - Act as Registered Publications System 
custodian, officer courier, force crypto-security officer, 
and Communications Watch Officer, when necessary. 

COMMUNICATION WATCH OFFICER (N332A/B/C/D) 

Functional Statement - Insure efficient operation, adminis- 
tration and security of message center. Insure proper 
operation of outgoing message traffic and incoming mes- 
sage routing. Assistant Division Officer. Member 
CINCLANT/CINCLANTFLT emergency action team. 
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N-34 SHOP (INTELLIGENCE) 



N34 INTELLIGENCE OFFICER 



Functional Statement - Special Security Officer. Screen and 
disseminate intelligence information. Coordinate special 
submarine matters. Force censorship officer. Advise on 
photographic matters. Initiate action on intelligence 
security violations. Responsible for security annex of 
basic OPLAN & OPORD. 

N341 ASSISTANT INTELLIGENCE OFFICER 



Functional Statement - Assistant Special Security Officer. 
Maintain intelligence publications. Act as Force Intel- 
ligence Officer in the absence of N34. 



N-4 SHOP (LOGISTICS £ MANAGEMENT) 

N4 DEPUTY CHIEF OF STAFF FOR LOGISTICS AND MANAGEMENT 



Functional Statement - Coordination and evaluation of Force 
meterial and logistics conditions. Supervision of mat- 
ters concerning Force material, supply, and fiscal ord- 
nance maintenance and new developments pertaining thereto. 



N-40 SHOP (MATERIAL) 

N40 ASSISTANT CHIEF OF STAFF FOR MATERIAL 



Functional Statement - Responsible for matters relating to 
ship maintenance and material readiness of all units of 
the Submarine Force. Coordination and review of the 
maintenance section. Formulation of maintenance and 
material policies for ships. Scheduling assignments of 
restricted availabilities and overhauls. Participation 
in ship alteration/modernization/improvement programs. 
Provide engineering and technical advice regarding ship 
design and maintenance, including new construction, con- 
ceptual proposals, Force levels, and ship activation/ 
inactivation. Represent the Commander at designated 
tests and trials. 
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N-40 SHOP (cont.) 



N40A ASSISTANT MAINTENANCE OFFICER FOR BUDGETING AND SCHEDULING 



Functional Statement - Assist N40 in overhaul funds adminis- 
tration, budget preparation and justification, and over- 
haul scheduling. Prepare battery renewal and interim 
docking schedules. Utilize ADP methods and analyze trends 
in ship maintenance costs. 

N401 FORCE MAINTENANCE OFFICER 



Functional Statement - Principal technical assistant to N40. 
Administers Force modernization program. Coordination 
with industrial and governmental activities on matters 
concerning the design, construction, modernization, and 
repair of ships. Monitor quality assurance/control and 
SUBSAFE certification programs. Responsible for hull 
surveys and inspections. Administers overhaul funds and 
budget preparation. Maintains overhaul schedules. 

N4012 ASSISTANT MAINTENANCE OFFICER FOR QUALITY ASSURANCE/ 
SUBSAFE 



Functional Statement - Monitor SUBSAFE certification. Pre- 
pare quality assurance/control directives. 

N4013 ASSISTANT MAINTENANCE OFFICER FOR MAINTENANCE AND 
MATERIAL MANAGEMENT PROGRAMS 



Functional Statement - Develops and implements programs for 
improved maintenance management and logistic support. 
Establishes criteria and develops techniques for evalua- 
ting performance of intermediate level maintenance activ- 
ities. Makes recommendations concerning development and 
improvement of preventative maintenance policies and 
practices. Develops and implements techniques for uti- 
lization of 3M data. 

N402 MATERIAL OFFICER FOR NUCLEAR ATTACK SUBMARINES 



Functional Statement - Responsible for material upkeep, re- 
pair, and alteration programs of SSN's. Advises on ma- 
terial aspects of SSN modernization, conversion, and 
overhaul. Takes action on shipyard work list. Main- 
tains cost data on SSN overhaul and RAV/TAV funding. 
Nuclear recording EFP1I . 
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N-40 SHOP (cont.) 



N402A ASSISTANT SSN MATERIAL OFFICER FOR SSN-637 CLASS 



Functional Statement - Assists N402 with primary cognizance 
of commissioned SSN-637 class submarines. Develops and 
implements programs for improved maintenance management 
and logistic support for 637 class. Coordinates devel- 
opment and implementation of improved production manage- 
ment system for Force intermediate level maintenance 
activities for 637 class. 

N402B ASSISTANT SSN MATERIAL OFFICER FOR PRE-594 AND ONE-OF- 
A-KIND SSN’s 



Functional Statement - Assists N402 with primary cognizance 
of pre-594 class SSN's, NR-1, and SSN 671. Develops and 
implements programs for improved maintenance management 
and logistic support for pre-594 class. Coordinates de- 
velopment and implementation of improved production man- 
agement systems for Force intermediate level maintenance 
activities for pre-594 class. 

N402C ASSISTANT SSN MATERIAL OFFICER FOR SSN 594 CLASS AND 
NEW CONSTRUCTION 



Functional Statement - Assists N402 with primary cognizance 
of SSN-594 and new construction SSN's (through end of 
shipbuilder's guarantee period). Develops and implements 
for improved maintenance management and logistic support 
for SSN-594 class. Coordinates development and implemen- 
tation of improved production management systems for 
Force intermediate level maintenance activities for SSN- 
594 class. Maintains liaison with NAVSHIPS ship Acquisi- 
tion Project Manager. Implements a diesel engine 
inspection program for all submarines. 

N403 MATERIAL OFFICER FOR NON-NUCLEAR SUBMARINES 



Functional Statement - Responsible for material, upkeep, re- 
pair alteration, and allowance for SS's. Maintains 
records and status information on diesel material and 
maintenance matters. Prepares action on shipyard work 
lists. Maintains cost data and makes budget recommenda- 
tions. Supervises enlisted personnel of the maintenance 
section . 
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N-40 SHOP (cont.) 



N404 MATERIAL OFFICER FOR ELECTRONICS, ACOUSTICS, OPTICS, 
AND NAVIGATION 



Functional Statement - Responsible for electronics, acoustics, 
optics, navigation, noise measurement and reduction mat- 
ters. Preparation of action on shipyard work lists in 
above areas. 

N404A ASSISTANT MATERIAL OFFICER FOR ELECTRONICS (NAV) 

Functional Statement - Responsible for Electronic matters, 

specifically radar and RDF equipments, navigation systems, 
and sonar and noise measurement matters. Maintain elec- 
tronics/navigation systems installation records. Moni- 
tors new developments in Submarine Force electronics/ 
navigation systems. 

N404B ASSISTANT MATERIAL OFFICER FOR ELECTRONICS 



Functional Statement - Responsible for electronics matters; 
specifically communications, ECM, associated antennas, 
metrology; and optics matters including allowed photo- 
graphic equipment and periscopes. Maintain installation 
records. Monitor new developments in Submarine Force 
electronics/optics systems. 

N405 MATERIAL OFFICER FOR FLEET BALLISTIC MISSILE SUBMARINES 



Functional Statement - Responsible for the material, upkeep, 
repair, and alteration program for SSBN's. Liaison with 
NAVMATCOM and shipyards concerning SSBN material, main- 
tenance, construction, and overhaul program. Develop- 
ments in FBM special systems, nuclear propulsion, and 
auxiliary machinery. Maintains cost and budgeting data 
in above areas. 

N405A ASSISTANT MATERIAL OFFICER FOR SSBN's (OVERHAULS) 



Functional Statement - Assist N405 in matters of SSBN over- 
haul, material upkeep, repair, and alterations program. 
Liaison with NAVMATCOM and shipyards in above areas. 

N405B ASSISTANT MATERIAL OFFICER FOR SSBN's (MAINTENANCE) 



Functional Statement - Assist N405 in matters of SSBN main- 
tenance, material upkeep, repair, and alterations pro- 
gram. Liaison with NAVMATCOM and shipyards in above 
areas . 
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N-40 SHOP (cont.) 



N406 MATERIAL OFFICER FOR SUBMARINE TENDERS, RESCUE VESSELS, 
AND SERVICE CRAFT 



Functional Statement - Responsible for material upkeep, re- 
pair, and alteration programs for tenders, rescue vessels, 
and service craft. Action on shipyard work lists and 
liaison with NAVMATCOM and shipyards in above areas. 
Maintain cost data and make budget recommendations. Main- 
tain section responsibility for rescue, salvage and 
UDT/SEAL. 

N407 THE NAVY MAINTENANCE AND MATERIAL MANAGEMENT (3M) 

OFFICER 



Functional Statement - Responsible for all aspects of the 3M 
system, including implementation, review, analysis, and 
training . 

N407A ASSISTANT TO THE 3M OFFICER 



Functional Statement - Coordination with N7 to ensure proper 
collection and submission of data by ships. Analyze 
processed data and arrange in useable form. Adapt 3M 
procedure to ADP. 



N408 MATERIAL OFFICER FOR NUCLEAR PROPULSION 



Functional Statement - Coordinate, recommend, and advise on 
the technical aspects of primary nuclear propulsion sys- 
tems. Radiological controls/safety. Liaison on nuclear 
matters with NAVSHIPS, NAVMAT, and shipyards. Maintain 
records of nuclear core useage. Advises action on ship- 
yard work list pertaining to nuclear matters. 



N-41 SHOP (SUPPLY) 



N41 ASSISTANT CHIEF OF STAFF FOR SUPPLY 



Functional Statement - Responsible for the administration of 
the plans and policies of the Commander in the area of 
supply, transportation, and financial management. Addi- 
tional assigned functions include supply inspections, 
and audits of Force units. Scheduling of SOAP program. 
Responsible for material procurement, expenditure, and 
shipment, receipt, custody, and stowage, stock records, 
inventory control, subsistence, operation of general 
messes, transportation, resale, and air and surface cargo 
support to deployed FBM forces. 
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N-41 SHOP (cont.) 



N411 SUPPLY AND TRANSPORTATION OFFICER 



Functional Statement - Acts in areas of supply and transpor- 
tation in the absence of N41. Administration of N41 
division correspondence. Administration of officer and 
enlisted personnel in the Supply Division. Preparation 
and review of logistic plans and annexes. Review of all 
matters pertaining to policy or procedure in supply and 
transportation . 

N411A MOB SUB SUPPLY SUPPORT 



Functional Statement - Assists N411 in all matters pertaining 
to tenders, including management, inventories, load lists 
and supply overhauls. Prepare briefings and presenta- 
tions. Responsible for FBM site support, including air 
and surface resupply and allowance. Monitor supply over- 
hauls of AS, AG, AK, and service craft. 

N411A1 POLARIS/POSEIDON TRANSPORTATION OFFICER 

Functional Statement - Responsible for all matters pertain- 
ing to FBM site support and FBM crew lifts. Assume the 
duties of N411A in his absence. Responsible for all mat- 
ters pertaining to subsistence of shipyard messes. 

N411B SUBMARINE PROGRAMS 



Functional Statement - Development of supply management and 
control procedures. Responsible for Force supply readi- 
ness. Review of annual supply inspection reports. Prep- 
aration of briefings and presentations. Monitor and 
review supply training programs, curricula, and schedules 

N411B1 SSN SUPPLY AND PMO LIAISON OFFICER 



Functional Statement - Responsible for all supply matters 
pertaining to SSBN's. Participation in inspections. 
Monitoring the supply overhauls and allowance lists of 
SSBN's. 

N411B2 SS/SSN/ASR SUPPLY OFFICER 

Functional Statement - Responsible for all supply matters 
pertaining to SS/SSN/ASR. Participate in inspections. 
Monitor the supply overhauls and allowance list of SS/ 
SSN/ ASH. 



IV-13 



N-41 SHOP (cont.) 

N412 FORCE COMPTROLLER 



Functional Statement - Takes action in financial matters in 
the absence of N41. Prepares and reviews Force operating 
budgets of logistic plans and annexes for financial mat- 
ters. Responsible for internal audits, financial policies, 
assembling management statistics, accounting functions, 
analyzing trends, and monitoring disbursing functions. 

N412B ASSISTANT COMPTROLLER FOR FISCAL OPERATIONS (ASHORE) 

Functional Statement - Provide guidance in the development of 
ashore operating budgets. Analyze fiscal reports and 
statistics. Staff Supply Officer. Develops, reviews, 
and administers land/space leasing arrangements and com- 
mercial industrial reviews. 

N412B1 HEAD-BUDGET/ ACCOUNTING (ASHORE) 

Functional Statement - Assists in development of ashore seg- 
ment of operating budget. Maintains records of current 
status and reviews execution of ashore segments of oper- 
ating budget. Develops and recommends standard cost 
parameters for execution of ashore operating budget. 
Develops, administers, and reviews Headquarters Opera- 
tions Budget. Coordinates, develops, and reviews TAD/ 
TRAINING funds budget. 

N412C ASSISTANT COMPTROLLER FOR FINANCIAL MANAGEMENT 



Functional Statement - Reviews, compiles, and analyzes finan- 
cial statistics and fiscal procedures. Compiling and 
reporting fuel inventories and expenditures. Responsi- 
ble for audit /inspections reports and analytical review 
of access program. Coordinator of thrift program. 

N412C1 HEAD-SPECIAL PROGRAM SELECTION 



Functional Statement - Assist N412C in the execution and mon- 
itoring of assigned special projects. Coordination of 
tender computor programs and supply-financial problems 
which relate to ADP procedures. 
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N-6 SHOP (POLARIS /POSEIDON WEAPONS SYSTEM) 



N6 DEPUTY CHIEF OF STAFF FOR POLARIS /POSEIDON WEAPONS SYSTEM 

Functional Statement - Determines, improves, and reports com- 
bat readiness, operational reliability, safety, security, 
and system accuracy of the FBM weapons system and tacti- 
cal weapons system. Assesses SSBN performance by analy- 
sis of operational information to determine capability 
to perform assigned missions and tasks. Assists Command- 
er as Polaris advisor to Unified Commander. 

N06 TECHNICAL ASSISTANCE (APL) 

Functional Statement - Utilizes analytical methods in assess- 
ment of the effectiveness of SSBN's on patrol and in 
pre-deployment phases. Maintains and reviews current 
information concerning the readiness and accuracy stand- 
ards of SSBN's. 



N-61 SHOP (STRATEGIC WEAPONS SYSTEMS) 

N61 FORCE STRATEGIC WEAPONS SYSTEMS OFFICER 



Functional Statement - Directs N61 division in support of N6. 
Advises N6 on readiness, operational reliability, safety, 
security, and system accuracy of the FBM weapons system. 
Maintains development and employment plans for FBM weap- 
ons system. Reviews procedural documentation affecting 
tactical employment of the FBM weapons system. 

N611 ASSISTANT FOR FBM NAVIGATION SUB-SYSTEM READINESS 



Functional Statement - Responsible for all technical and op- 
erational aspects of the FBM weapons system navigation 
sub-system. Improve navigational readiness. 

N612 ASSISTANT FOR FBM MISSILE READINESS 



Functional Statement - Responsible for all technical, opera- 
tional, readiness, and material aspects of the FBM weap- 
ons sub-system, fire control, guidance, and launcher 
sub-systems. Maintains information concerning the em- 
ployment of deployed SSBN's. 
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N-62 SHOP (TACTICAL WEAPONS SYSTEMS AND WEAPONS LOGISTICS) 



N62 FORCE TACTICAL WEAPONS SYSTEMS AND WEAPONS LOGISTICS 
OFFICER 



Functional Statement - Responsible for maintaining the high- 
est degree of logistic and material readiness with re- 
spect to tactical weapons systems and associated ordnance. 
Advise on all matters concerning weapons system policies, 
procedures, training, and doctrine. 

N621 ASSISTANT WEAPONS OFFICER FOR WEAPONS LOGISTICS 



Functional Statement - Maintain accountability system and 
effect distribution of ASTOR, Polaris, Poseidon, and 
SUBROC warheads. Maintain inventory of torpedoes, mis- 
siles, pyrotechnics, and associated equipment. Advise 
on weapons design deficiencies. 

N622 ASSISTANT WEAPONS OFFICER FOR MK-48 PROJECT AND UNDER- 
WATER FIRE CONTROL SYSTEMS 



Functional Statement - Advises in all aspects of MK-48 proj- 
ect with respect to its introduction into SUBLANT. Ad- 
vises on and monitors WSAT, COT, and FORACS Weapons 
System Check. Advises on adequacy of maintenance, re- 
pair, operating procedures, and logistic support. Ad- 
vises on design deficiencies and recommends improvements. 

N623 ASSISTANT WEAPONS OFFICER FOR TACTICAL WEAPONS AND 
WEAPONS MATERIAL 



Functional Statement - Assists Weapons Officer with primary 
cognizance of tactical weapons, preparation procedures, 
quality assurance, weapons loading/handling equipment and 
procedures, weapons system material, surface armament, 
pyrotechnics signals and evasion devices. Advises on 
adequacy of design, maintenance, repair, operating pro- 
cedures, and logistic support. Supervises administra- 
tion of N62 office and assigned enlisted personnel. 
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N-63 SHOP (NUCLEAR WEAPONS SAFETY) 



N63 FORCE NUCLEAR WEAPONS SAFETY OFFICER 



Functional Statement - Responsible for nuclear weapons safety, 
security, inspections, and procedural documentation. 
Implementation and maintenance of COMSUBLANTINST 58110.1, 
CINCLANT OPORD 2000, ANNEX "W” , and SWOP libaray. Sched- 
ule and coordinate nuclear weapons inspections. Chairman 
of Force Nuclear Weapons Safety Council. 

N631 ASSISTANT FORCE NUCLEAR WEAPONS SAFETY OFFICER 



Functional Statement - Assists N63 in all duties when assigned. 
Advises on all matters concerning the FBM weapons system. 



N-64 SHOP ( SSBN SECURITY) 

N64 SSBN SECURITY PROGRAM OFFICER 



Functional Statement - Responsible for the direction, plan- 
ning, coordination, and supervision of the program, in- 
cluding determining and scheduling required exercises, 
designing new tactics, determining those areas requiring 
simulation model effort, and coordinating with other 
commands and the New Development Officer. 

N64A ASSISTANT SSBN SECURITY PROGRAM OFFICER 



Functional Statement - Assists the Director in carrying out 
his functions and duties. Responsible for the design 
and implementation of at-sea exercises including partici- 
pation as umpire, assisting in analysis of exercises and 
the preparation of summary reports. 

N641 HEAD, TACTICAL TEAM 



Functional Statement - Responsible for the development and 
exercise of analytical and simulation models including 
the analysis and evaluation of exercises and the super- 
vision of the Tactical Analysis Group. 

N642 HEAD, RECONSTRUCTION TEAM 



Functional Statement - Responsible for the collection of at- 
sea data and the reconstruction of these exercises to 
meet the needs of the Analysis Group. Assists in the 
scheduling, planning for, and evaluation of new equip- 
ments pertinent to the program. 
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N-7 SHOP (AUTOMATIC DATA PROCESSING) 



N7 ASSISTANT CHIEF OF STAFF FOR AUTOMATIC DATA PROCESSING 
SYSTEMS 



Functional Statement - Provides ADP support to Commander and 
staff. Coordinator for all ADP matters. Maintains liai- 
son with higher authority concerning ADP management. 
Monitors command ADP usage and development, tactical data 
systems and intelligence systems. 

N71 ASSISTANT FOR ADP OPERATIONS 



Functional Statement - Coordinates scheduling ADP production. 
Directs software and hardware testing; analyzes ADP 
products; liaison officer with systems commands and sub- 
ordinate commands. 

N72 ASSISTANT FOR PROGRAM DEVELOPMENT 



Functional Statement - Systems analyst of integrated mechan- 
ized EAM/EDPM data systems. Programs new applications 
and reviews EAM/EDPM operation programs. Supervises 
programming sub-section. Develops flow charts. Converts 
machine logic charts into machine functions. 
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COMSUBLANT Staff Organization 







APPENDIX V 



TYPICAL DUTIES OF, AND RESPONSIBILITIES NORMALLY ASSIGNED 
TO NAVY CHIEF PETTY OFFICERS 

A Chief Petty Officer (CPO) is a senior Navy enlisted man 
with, normally, more than ten years service. In most cases, 
his formal education stopped at the high school level. How- 
ever, it is not too uncommon to find CPO's pursuing college 
degrees during their off-duty hours. 

All Navy enlisted personnel are divided into ratings 
which are a function of some specialty ranging from cooking 
to maintenance of sophisticated electronic equipment. The 
complexity of today's Navy, particularly with regard to equip- 
ment, dictates that most Navy enlisted ratings by formed to 
provide specialists to operate and/or maintain a specific 
category of equipment. The range of equipment categories in- 
cludes, but is not limited to: propulsion equipment, radar, 
sonar, several kinds of fire control systems, computer sys- 
tems, aircraft maintenance, aircraft handling and launching 
systems, and a whole host of weapons systems. 

Other Navy enlisted ratings are tied to the provision of 
a number of services such as food handling and preparation, 
supply functions, ship's service functions (e.g. laundry and 
dry cleaning, hair cutting, operation of ship's store facil- 
ities, etc.), communications (visual and electronic), ship's 
operation (Quartermasters and Boatswain's Mates), payroll 
disbursement and accounting, and a great deal more. 
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The CPO can be likened to a master tradesman in his area 
of expertise. He has essentially reached the pinnacle of his 
career, unless he decides to pursue one of a number of pro- 
grams leading to a commission. Although there are enlisted 
men who do seek a commission, the majority do not. And, to 
make the careers of the majority more appealing by prevent- 
ing stagnation, ^ a program which provided two more CPO pro- 
motion levels (Senior CPO and Master CPO) was initiated in 
the late 1950's. 

As a result of the Navy enlisted rating structure being 
linked to the performance of a specialized form of work, the 
Navy enlisted man becomes a specialist or a technician. Some 
Navy enlisted men are exposed to formalized leadership train- 
ing, but the majority are indoctrinated in the world of peo- 
ple management by the "school of hard knocks." Some fair 
well, and others don't. The situation is somewhat aggravated 
by the fact that recommendations for advancement are custom- 
arily connected to the enlisted man's ability to perform his 
technical specialty. In fact, in many cases, if an enlisted 
man has sufficient time in grade and has satisfied the ad- 
ministrative requirements for advancement (usually in the 
form of correspondence courses), the man's recommendation is 
too often approved in a very impersonal "rubber stamp" 



Once advanced to CPO, there was a tcndancy for some en- 
listed men to turn off the drive they used to achieve promo- 
tion. Some simply sat back and became wards of the government 
until they became eligible to retire. This practice is fa- 
cetiously referred to in some quarters as "being retired on 
active duty." 
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fashion, giving little or no regard to the man's ability to 
deal with people or his ability to handle the additional re- 
sponsibilities which will come with the promotion. It should 
be understood that this is through no fault of the Navy en- 
listed man. Rather, it is a practice which has grown into 
use by the Navy officer corps in the face of a myriad of, 
seemingly, more pressing work. 

Causes aside, the result is that several Navy enlisted 
men advance to the CPO level with little ability to manage 
anything, short of their technical specialty. Their exposure 
to personnel management is usually limited to dealing with 
their subordinates. On some larger ships or shore stations, 
there may be many CPO's in the same division, thereby expos- 
ing them to personnel management at the peer level. However, 
CPO's, in general, are somewhat reluctant to deal with offi- 
cers outside of their immediate division or department. This 
is not to say that CPO's live in shells — that simply isn't 
true. What is suggested is simply that a CPO rarely develops 
a one-on-one relationship with an officer other than his im- 
mediate superior. 

This two part situation, the promotion to the CPO level 
based on technical competence alone and the reluctance of 
CPO's to comfortably deal with the officer community as a 
whole, was alleviated somewhat by the additional CPO promo- 
tional levels mentioned earlier. Promotion to the Senior and 
Master CPO levels is dealt with much like the officer selec- 
tion process from within the enlisted ranks. Each applicant 
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for promotion is screened by an interview board that is made 
up of officers divorced from his command as well as his tech- 
nical specialty. The intent is to examine the applicant's 
ability to effectively present himself to and communicate 
with "strange" impartial officers. Additionally, it reduces 
the likelihood of "rubber stamp" recommendations for promo- 
tion. Professional aspects of the promotion candidate are 
dealt with in the usual way: by examination. However, the 
applicant must have successfully completed the examination 
before he may face the interview board. As a result, better 
quality CPO's are being introduced into the Senior/Master 
CPO structure. In fact, in some commands, junior officer 
positions are being filled by Senior and Master CPO's. They 
arc also being assigned to staffs as assistants to staff of- 
ficers filling functional roles. Seldom, however, are they 
ever tasked to fill a functional role by themselves. This is 
principally due to the fact that personnel filling those roles 
must often speak to both officers and senior civilians out- 
side of their command, in the voice of the staff commander. 
This is an awkward position, at best, for an enlisted man. 
However, it probably goes without saying that there are many 
Senior and Master CPO's that can be entrusted with such jobs. 
Unfortunately, the performance capabilities of these people 
will go unrecognized until each of them surfaces, one by one, 
and the Navy turns around the stereotype of the typical Navy 
Chief, coffee cup in hand, enjoining the details of a specif- 
ic task upon his own group of subordinate specialists. 
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APPENDIX VI 



SUBMARINE ONBOARD TORPEDO LOADING AND HANDLING EQUIPMENT 

This Appendix attempts to provide insight regarding the 
configuration and scope of equipments involved in submarine 
torpedo loading and handling evolutions. The coverage is 
not exhaust ive , by any stretch of the imagination. Neverthe- 
less, it should render an appreciation for the potential 
difficulties involved in designing and installing a "soften- 
ing SHIPALT." Such a SHIPALT must protect the torpedo skin 
and assure expeditious loading while simultaneously providing 
for correct torpedo alignment. While reviewing this Appendix, 
recognize the fact that all fixtures and components coming 
into contact with the torpedo must be physically "softened." 
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ECCENTRIC CHOCK 
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MK 48 MOD I 

NOSE-FIRST INCLINED SHIPPING 
30“ HATCH APPLICABILITY 

SSN 637 and 671 CLASS' 





TUBE LOADING EQUIPMENT 

POWER LOADING ASSEMBLY (SHIPBOARD) 

POWER TUBE LOADING EQUIPMENT 
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APPENDIX VII 



PMO, Contractors' and Government Agencies' Relationships 
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MK-48 Torpedo Task Direction Process 
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APPENDIX VIII 



REFERENCE MATERIAL 

The material presented in this thesis is based upon re- 
corded interviews with the personnel involved; a multitude 
of letters, memos, and papers extracted from the archives of 
the organizations involved; and the personal knowledge and 
opinions of the authors. 

The tape recorded interviews are in the possession of the 
thesis Co-advisors. The authors recognize that there is a 
great deal of fertile ground yet to be plowed in the MK-48 
program. And, the authors desire to make these recorded in- 
terviews available to interested researchers with the provi- 
sion that all interviewees remain anonymous. 

Those letters, memos, and papers that the authors were 
permitted to retain are in the process of being entered into 
the formal library system at the Naval Postgraduate School. 

Finally, the authors have gained a great deal of personal 
knowledge regarding the MK-48 Program that is not necessarily 
expressed in this thesis. The authors are willing to share 
this knowledge and the aforementioned reference material with 
those interested, under the covenant that any resultant work 
be cleared through the Project Manager's Office prior to pub- 
lication . 
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APPENDIX IX 



TEACHING NOTES 

It is anticipated that the case studies presented in 
this thesis will achieve several miles of teaching benefit 
in the years to come. Their use is not limited to any single 
academic subject. Accordingly, the authors have conducted 
"free-wheeling" discussions with the thesis Co-advisors re- 
garding key points in each case. Topics included in these 
discussions are attitudes and personalities of the players, 
extenuating or aggravating circumstances, actual outcomes, 
and identification of subtle clues. 

Additionally, the authors have responded to questions 
presented by the thesis Co-advisors regarding teaching tech- 
niques and value. These conversations, questions and re- 
sponses have been recorded on tape and are in the possession 
of the thesis Co-advisors. 
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